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ABSTRACT
An Analysis of Transformational Leadership in Youth Nonprofit Programs
by Danielle Priest
Purpose: The purpose of this mixed-methods study was to identify and describe how
nonprofit organization youth leaders perceive the importance of transformational
leadership qualities in mentoring youth in leadership programs based on Bass and
Riggio’s (2006) four transformational leadership qualities.
Methodology: This mixed-methods study examined the experiences of nonprofit
organizations’ youth program leaders and examined the presence of transformational
leadership qualities in their approach to providing program leadership to youth programs.
An explanatory sequential study was utilized as it allowed the researcher to first analyze
quantitative data, then follow with collection of qualitative data.
Findings: The findings showed respondents had passion for the work, utilized
mentorship models, created student satisfaction, engaged families, and were equitable.
Two unexpected findings were: one survey would be best utilized for analyzing adult
relationships, not for use with a teacher and student relationship if the students are
minors, and that qualitative data collection and analysis of all participants demonstrated a
clear and driven commitment to fostering life skills in students.
Conclusion: Leaders of nonprofit youth programs are practitioners of transformational
leadership. These themes of transformational leadership were consistently and strongly
present: idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration. Recommendations for further research include narrowing
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the study scope, changing data collection, replication study criterion changes, and
expanding the study to include participants or their families.
The most critical impact of this study may be to conclude these leaders had the
best opportunity to inspire incoming generations to pursue leadership roles that will
outnumber them. The demand for leadership will outstrip supply. Emerging
transformational leaders will bring hope for many nonprofits to survive.
Transformational leadership is key to their survivability, encouraging and inspiring a new
generation of volunteers to continue to creatively and impactfully deliver critical services
to communities.
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CHAPTER I: INTRODUCTION
American society is on the tipping point of having more older adults than youth
for the first time in the country’s history. The responsibility of leading future
communities through incredibly challenging transformational changes will fall to the
youth (Stoddard, 2010). It is essential organizations passionate about and interested in
youth development possess the tools to assist in preparing youth for their pivotal future
leadership roles (Rothschild, 2012).
The success of future communities will depend on infusing leadership skills in
today’s youth. This responsibility falls to family, support systems, and the community
raising the children (Thompson, 2014). Nonprofit organizations are poised to fill gaps in
providing developmental services to youth that school systems and government
institutions are unable to fully cover or fund. Examples of such gaps include life skills,
trades, and leadership training (Smith, 2012).
Leadership was found to be a critical and necessary aspect of youth development
(Zhao, 2012). By infusing leadership in programs provided by organizations to
encourage youth entrepreneurship and development, an environment would be created
that fosters positive youth behaviors. This would create a positively reinforced circle of
leadership where generations of children could be mentored into supportive communities
that met the ancillary needs of developing self-confident young adults poised to take on
adult roles (Bamberger, Rugh, & Mabry, 2012; Bray, 2013; Eisner, Grimm, Maynard, &
Washburn, 2009). This would prepare youth to shoulder the responsibility of leading
communities into new territories such as:
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•

Engaging a population becoming increasingly disconnected with community
due to increased interaction with electronic devices (Schramm, Phil, &
Schmit, 2012)

•

Caring for and supporting the larger aging population (Bray, 2013)

•

Increasing productivity in American business amid decreasing worker
populations and loyalty (Schramm et al., 2012)

•

Unknown socio-political challenges (Zhao, 2012)

According to Worth (2014), nonprofit organizations are critical resources in
communities. They create value and social benefit through efforts toward a particular
cause that increases the welfare of society, although societal benefits of these efforts are
difficult to measure. Schramm et al. (2012) concluded without the burden of profit,
nonprofit organizations were able to focus on customers and services provided to aid
community health and improvement. Most nonprofit organizations depended on a
workforce built primarily of volunteers to achieve their community mission and goals.
As such, it would be critical for these organizations to understand the leadership needs of
this workforce. Attracting, engaging, and retaining volunteers requires a different focus
and motivation than that of an organization with paid employees to perform services.
A relationship exists between engagement of nonprofit volunteers and the ability
to support functional government in communities (Smith, 2012). Nonprofit leadership
volunteers are typically activists for their community in demonstrating the needs of
citizens and they provide essential representation in governmental processes.
Volunteerism also led to philanthropic behavior, entrepreneurial actions, and willingness
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to engage in resolving social issues; nonprofit volunteers are essential as future
representatives of society (Bamberger et al., 2012).
Many nonprofit organizations found developing youth as leaders through
programs already offered was a viable solution to many community challenges (Schramm
et al., 2012). Youth in these programs tackled leadership roles in matters important to
them and proved successful in changing nutritional programs at their schools to be
healthier and recording critical first-person oral histories from elderly community
members. Without their efforts, these programs may not have been accomplished due to
a lack of adult volunteers. The survival of nonprofit organizations depends on the next
generation of leadership being fostered to take on roles of exiting leaders (Schramm et
al., 2012). According to Volunteering in the United States 2014 (U.S. Bureau of Labor
Statistics [BLS], 2015), the generational gap exacerbated the need for leadership transfer
as there were too few people in Generation X to take the roles exited by the Baby
Boomers. Generation Y must be prepared sooner to help fill the gap and youth leadership
development through nonprofit organizations could be a critical strategy for their
preparation (Schramm et al., 2012).
Nonprofit organizations also effect more than change management in their
communities; they facilitate transformational change (Dees, Emerson, & Economy,
2002). A need exists to inventory the transformational change skills required of mentors
in the nonprofit sector to indicate which youth leadership programs are successful in
introducing youth to transformational leadership concepts. Working toward a universally
applicable list of skills that would help any type of nonprofit develop a youth leadership
program would be useful to communities (Rothschild, 2012). The Independent Sector’s
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(2015) Value of Volunteer Time report found nonprofits started with the advantage of
attracting youth volunteers with an affinity for their service area. Once enrolled, the
nonprofit must quickly meet the developmental needs of the youth to ensure success.
Nonprofit organizations need tools to accurately interpret the motivation of generational
volunteerism and find long-term retention strategies allowing for diverse funding streams
and sustainability in a volatile market while serving communities that need
transformational change leaders (American Association of Community Theatre [AACT],
n.d.; Pakroo, 2013; Smith, 2012; Worth, 2014).
Background
Communities in Crisis
The generational gap between Baby Boomers, Generation X, and Generation Y
(also known as Millennials) is causing a crisis of leadership in communities. The Society
for Human Resource Management (SHRM, 2012) published an evaluation of the 2010
U.S. Census summarizing that Millennials represented 27.7% of the U.S. population,
surpassing Baby Boomers at 26.4% and far outnumbering Generation X at 19.8%. This
resulted in a chasm in population for the Baby Boomers to hand off leadership to
Generation X, which must be shored up by Generation Y as quickly as they become
prepared for the roles. The crisis of too few qualified workers available was found in
both the nonprofit and private sectors (SHRM, 2012). Communities need youth
leadership in nonprofits to ensure organizations survive to provide services that will be in
critical need by the larger Millennial generation (Hertell & Zacher, 2015).
Communities must implement sustainable innovation in how they react to this
crisis of leadership (Wolf, 2013). Rather than a traditional generational hand-off, new
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methods for training and preparing younger and younger leaders to realize their
leadership potential early in their lives will be necessary for communities to fulfill the
needs of citizens (Smith, 2012). Activism and volunteerism are at historic lows whereas
needs for services are at record-breaking highs (Smith, 2012).
The BLS (2015) found volunteerism in the United States was at its lowest level
since it started keeping statistics on volunteerism. Approximately 25.3% of the U.S.
population, or 62.8 million people, volunteered in 2014. The demographics of volunteers
mirrored what services were most greatly needed in communities. Volunteerism was
markedly low among citizens with a high school education or less, and for those not in
the labor force. Those aged 16 to 34 volunteered the least, followed by ages 55 and over,
with the largest population of volunteers falling between 35 and 54. Volunteers with a
bachelor’s degree or higher also far outnumbered other educational groups at 39.4%
(BLS, 2015). This showed nonprofits were relying on citizens who worked full-time in
educated professions. Finding opportunities to engage younger volunteers could reach a
market largely untapped.
Transformational Leadership
Transformational leadership was defined as the process of inspiring and
supporting others to achieve extraordinary outcomes; transformational leaders guide their
organizations to align with a new vision, often representing a transformational change
(Bass & Avolio, 1993). Transformational change was noted as the most complex form of
change in an organization, often requiring different attitudes, behaviors, and ways of life.
Transformation shifts human understanding, and completely modifies the way an
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organization and its employees view the world (Poutiatine, 2009). Transformational
leaders support organizations and people through these changes.
Although the practice of transformational change was always a part of successful
organizations, the study of transformational leadership is relatively new. From research
in the field, Bass and Riggio (2006) identified four key elements essential for successful
transformational leadership: idealized influence over those they led; inspirational
motivation to provide meaning and challenge others; intellectual stimulation to
encouraged creativity, innovation, and questioning; and individualized consideration
through adapting to the personal needs of followers. Figure 1 graphically represents the
four key elements of transformational leadership.

Figure 1. The four key elements of transformational leadership.
These key elements guide transformational leaders as they accomplish
transformational change within organizations. From the four elements, a variety of
principles emerged that informed the practice of transformational leadership. These
principles are diverse and complex but serve to most effectively steer an individual
toward the skills needed to become an effective transformational leader.
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Equipping Youth for Community Leadership
Equipping youth with transformational leadership skills would allow them to
engage with their communities and inspire those they work with to facilitate collaborative
change supported and carried forward by the broadest swath of participants (Grace,
2013). Adding this critical level of innovation to the change processes would better
support the chances of longevity and success of programs, thus best serving citizen
customers who far outnumber the volume of community servants working to meet their
needs (Hertell & Zacher, 2015).
The U.S. education system is often a provider of services to students. Schools are
expected to provide age-appropriate education and many contributions to developing
students, ranging from enforcing manners and behaviors to providing basic needs such as
clothing, food, and safety (Stoddard, 2010). This evolving dynamic of expectations from
schools led to movements by educators to research and utilize best practices for creating
great citizens. Stoddard (2010) claimed curriculum was key to developing great humans
because the results were measurable. This was further iterated by Zhao (2012) who
stated, “Only when children learn what they want to learn and begin to take the
responsibility for learning and living can they stay truly engaged.” The general populace
was conditioned to evaluating a level of success based on reliable, repeatable, and
comparable metrics. Curriculum allowed for consistent metrics that compared the
success of youth development programs.
Youth Leadership Through Nonprofit Organizations
Many nonprofit organizations found a role in developing the next generation of
leaders for their communities through building youth-adult partnerships (Y-APs). Libby,
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Rosen, and Sedonaen (2005) of the Youth Leadership Institute concluded building better
communities for youth was dependent on partnerships between young people and adults.
Many nonprofit organizations took responsibility for bridging gaps in the community
between what parents and the school system taught youth about leadership and additional
skills required to empower youth leaders. According to Kielsmeier (2010), nonprofits
provided opportunities for youth to get into the community and practice leadership.
The demographics from the U.S. Department of Labor indicated the greatest
untapped market for volunteers was Generation Y, especially those with a high school
diploma or less (Eisner et al., 2009). “Nonprofit leaders must develop a more strategic
approach to managing this overlooked and undervalued talent pool. The good news is that
new waves of retiring baby boomers and energetic young people are ready to fill the gap”
(Eisner et al., 2009, para. 12). Nonprofits that paired a Baby Boomer mentor with a
Generation Y mentee could best maximize the potential pool of younger volunteers,
hence building a sustainable program for repeat volunteerism.
Despite being noted as creative, innovative, and technologically adept,
Millennials were also called out for a lack of personal accountability, diminished
empathy for others, and poor drive to perform outside of self-interests (Mlodzik & De
Meuse, 2012). This problem threatened the health of growing communities because
responsibility for citizens shifted even more to government and nonprofit agencies illequipped and poorly funded for such broad responsibility (Smith, 2012). A possible
cause for this lack of community connection was technology, which ostracized youth
from others who comprised their community (Mlodzik & De Meuse, 2012).
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The Value of Nonprofit Organizations
Nonprofit organizations were on a mission to serve as critical partners to
government since the 1960s. As outlined by Smith (2012) in his commissioned study
about nonprofits and the creation of public value, government realized it could not remain
unbiased and neutral in providing services to specific populations, even based on need.
Partners with the ability to provide social service assistance bolstered by government and
charitable funding were an ideal solution to meeting community needs. Nonprofit
organizations emerged at an increased rate and with much success. This was because the
restrictions on how to provide services were less time-consuming and strict, and success
could be measured in social impacts rather than with specific metrics for performance.
The public realized great value from nonprofits as producers of social capital, using
established networks to do things for one another. An example of this was the social
work provided by nonprofit Little League International. This organization brought
softball and baseball to communities underserved by sports programs that may or may
not have been offered through government-funded school systems (Little League
International, n.d.).
According to Independent Sector (2015), the hourly value of a volunteer in
Washington State was $26.72 in 2013. Most nonprofits relied on the hourly value of
their volunteerism to measure the contributions of their organization to the community
and to translate that value to critically needed matching grant funds. Considering the
value of $26.72 was commensurate with highly skilled, professional work, it reflected the
level of experience of the volunteers giving their time. Expanding opportunities for
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youth to be adequately trained to step into leadership roles by matching them with highly
skilled and professional mentors could result in great earning potential.
High Rate of Failure for Nonprofit Organizations
Nonprofit organizations remain essential to American communities; yet they
experience a high rate of failure. One explanation was “nonprofits rely heavily on
volunteers, but most CEOs do a poor job of managing them. As a result, more than onethird of those who volunteer one year do not donate their time the next year—at any
nonprofit” (Eisner et al., 2009, p. 2). This necessitated leadership training for youth to
increase return volunteerism.
In consideration of the incredible hourly value of volunteer time, nonprofits are
driven to recruit and maintain volunteers. “That adds up to an estimated $38 billion in
lost labor” (Eisner et al., 2009, p. 2). These organizations cannot afford to leave critical
funding on the table due to failure to recruit and retain a volunteer workforce. By being
unable to measurably claim the value of that labor, nonprofits lost exponentially more in
funding from matching grants offered by philanthropic organizations as well.
A large workforce population gap was predicted, and is being realized, as the
Baby Boomer generation retires (Smith, 2012). The chasm in the workforce was studied
quite extensively in the last decade. Nonprofit organizations focused on expanding the
engagement of youth as a means to survive. “Nonprofit management and leadership
programs have proliferated in the last twenty years in response to the sharp growth in the
number of nonprofit organizations and the widespread interest of young people for
careers in the nonprofit sector” (Smith, 2012, p. 4). Many nonprofit organizations used
similar business plans to start, relying heavily on funding subsidies and volunteerism
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from generations younger than the Baby Boomers. A great influx of competition in the
nonprofit sector resulted in diluting the pool of available subsidy funding and potential
volunteers. Of this critically precious resource, there simply are not enough volunteer
leaders in Generations X and Y to fill the nonprofit workforce needs, contributing to less
success and more failures (Smith, 2012).
Statement of the Research Problem
A gap exists in the literature connecting transformational leadership traits that
nonprofit organizations might seek in recruiting adult volunteers to successfully mentor
youth leaders. Research is needed that explores transformational leadership in nonprofit
organizational leaders. Leaders of youth development programs in nonprofit
organizations create the leaders that communities need to fill the generational chasms that
challenge their ability to serve customers. Without this critical research, connections for
the public to subsidized services not provided by the government may not occur,
throwing communities into dire need without resources available to resolve their issues.
Community development is decaying (Smith, 2012). Community members
coming together to solve problems slowed, creating urban decay such as that experienced
in Detroit, Michigan (Calmes, 2013). As the economy declined, so did the social
structure of the city. Nonprofit organizations that traditionally held the community
together also began to fail due to lack of volunteerism and funding. Without strong
nonprofits to fill services not provided by local government, Detroit fell into a severe
depression. After the city filed for bankruptcy in September 2013, a Federal bailout of
$300 million was earmarked for assistance. President Obama called together a team of
philanthropic leaders to assist with planning for distribution of funds (Calmes, 2013).

11

Many of the city’s administrative services were in shambles from years of neglect
(Moreland, 2015). Without the nonprofit sector’s assistance, the speed and lasting impact
of recovery was in jeopardy (Calmes, 2013).
Developing youth as leaders and encouraging entrepreneurial spirit would help
provide community nonprofit organizations with transformational leaders needed to
survive in the future. Transformational leadership skills would allow youth leaders to
engage all levels of the community in effecting desired changes, providing broader
support for the change and potential for sustainable innovation (Grace, 2013). Eisner et
al. (2009) reported waves of retiring Baby Boomers and energetic young people were
ready to fill the gaps in community nonprofit leadership ranks. Community leaders who
worked with the citizens to effect transformational change and support civic interests are
disappearing as the generations hand off responsibility (Bass & Riggio, 2006; Smith,
2012; Vance 2010). Nonprofit organization leadership needs to know if their youth
leaders perceive Bass and Riggio’s (2006) four transformational leadership qualities as
important in their roles. This analysis could help them be best prepared for training the
leaders that their organizations, and the community, need to be successful in future work.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
nonprofit organizational leaders of youth programs perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs based on
Bass and Riggio’s (2006) four transformational leadership qualities.
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Research Questions
The four research questions guiding this study were:
1. How do nonprofit organizational leaders of youth programs perceive the
importance of idealized influence in mentoring youth in leadership programs?
2. How do nonprofit organizational leaders of youth programs perceive the
importance of inspirational motivation in mentoring youth in leadership
programs?
3. How do nonprofit organizational leaders of youth programs perceive the
importance of intellectual stimulation in mentoring youth in leadership
programs?
4. How do nonprofit organizational leaders of youth programs perceive the
importance of individualized consideration in mentoring youth in leadership
programs?
Significance of the Problem
An inventory of transformational leadership skills for successful youth program
leaders would allow more nonprofit organizations to consider how best to recruit adult
volunteers to better serve the needs of youth in the community. This is an essential
community need, as nonprofit organizations are facing a leadership chasm that will be
difficult to fill if they do not actively participate in building youth leaders to run
organizations. This research was essential for nonprofit organizations to best utilize
transformational leadership in their youth programs so the future stability of the
organizations may be best realized. By serving youth in their particular areas of interest,
nonprofit youth leaders can participate in forming future leaders who can lead
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organizations and continue to serve their communities’ needs (Smith, 2012). This is
important to researchers in the field because it may offer a perspective of baseline
leadership roles established through a mentorship model. This model would afford for
tracking of growth and longevity through the career cycle of emerging leaders, allowing
for examination of how important the presence of Bass and Riggio’s (2006) four
transformational leadership qualities were to the development of new leaders. Nonprofits
with successful models could offer guidance and a framework for others seeking results
in youth leadership development (Smith, 2012). Many studies identified the need for
developing youth leaders; however, model development work and adaptable techniques
were lacking in the field (Smith, 2012). Many organizations viewed the framework of
their programs as proprietary (Lerner, Von Eye, Lerner, & Lewin-Bizan, 2005; Mooney
& Cole, 2000). Creating this inventory could provide critical foundational information to
a variety of nonprofit organizations without compromising trade secrets through
avoidance of sharing proprietary programmatic details. It could also offer a framework
for a successful leadership mentorship model to help stabilize nonprofit organizations,
reducing the risk of instability and promoting long-term success.
This study allowed nonprofit organizations to share their recruitment strategies for
adult mentors critical to engaging youth in their organizations. Providing a tool to
encourage nonprofits to successfully build core competencies in transformational
leadership could bridge gaps between demonstrated community need for service and
diminished volunteerism. By doing so, nonprofits could provide a more rewarding
volunteer experience, increase positive social impacts in the community, and build value
showing a demonstrable return on investment (Bass & Riggio, 2006; Smith, 2012). This
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would allow a nonprofit organization to better leverage itself for funding, engagement,
and survival in a fiercely competitive environment challenged with limited available
resources (Pagnoni & Solomon, 2014). Successfully building youth leaders would help
ensure the survival of nonprofit organizations in a highly competitive workforce
environment.
Definitions
The following definitions are presented to offer a better understanding of the
research conducted.
Generational gap. Generational gap is the difference in attitude and experience
between the generations, specifically focused on the chasm between Baby Boomers,
Generation X, and Generation Y.
Nonprofit organization. Nonprofit organizations provide social assistance to
communities without guaranteed public funding. They were formed in the 1960s when
the U.S. government realized it could not remain unbiased and neutral in providing
services to specific populations, even based on need (Smith, 2012).
Nonprofit organizational youth leaders. Nonprofit organizational youth leaders
are individual employees or volunteers who take a leadership role in working with youth
in nonprofit organizations. Through the program work, they support the mission of their
nonprofit organization and help youth learn to serve in their own communities.
Transformational leadership. Transformational leadership is the process of
inspiring and supporting others to achieve extraordinary outcomes by guiding people to
align with a new vision, often representing a transformational change (Bass & Avolio,
1993).
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Volunteerism. Volunteerism is the act of donating labor to an organization.
Youth leadership. Youth leadership is the authority taken by teens and young
adults in managing the actions and behaviors of others.
Delimitations
Delimitations are factors chosen to set boundaries for a study (Smith, 2012). This
study was delimited to nonprofit organizations with successful youth leadership programs
and a history of obtaining grant funding for its youth programs. The study was also
delimited to nonprofit leaders from the Puget Sound region of Washington State.
Organization of the Study
This study is organized into five chapters. Chapter I introduced the worthiness of
researching transformational leadership skills for nonprofit organizations to find success
in their youth leadership programs. Chapter II is an in-depth review of literature
associated with the study. Chapter III addresses the methodology used to answer the
research questions. Chapter IV presents the data and findings of the study and Chapter V
provides comments and observations from the researcher, including recommendations for
further research.
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CHAPTER II: REVIEW OF THE LITERATURE
Leadership is a concept that influenced the American culture. Formally,
leadership evolved through many concepts and theories. Many tools and suggestions
exist for applying leadership in various settings, especially the business and academic
world. For this review of literature, the focus is on leadership evolution, transformational
leadership, and its value in the nonprofit sector.
There are different sections in this literature review that establish the foundation
for this study. This chapter opens with an exploration of the evolution of
transformational leadership. That critical base is followed by information on the
development and establishment of transformational leadership. With an understanding of
the critical need for transformational leadership, the literature review next explores the
value of transformational leadership in the nonprofit sector. Further, the literature review
connects the need for application of leadership theory to the challenges and needs that
nonprofit organizations face in meeting their communities’ needs and their lack of
stability in long-term committed leadership. The literature demonstrates that there are
few studies that have researched transformational leadership and its influence on youth
programs in nonprofit organizations, or on their influence in communities. The chapter
ends with conclusions and a discussion of the synthesis matrix.
Transformational Leadership Evolution
Since man began recording history, stories of individuals with the power to make
others follow their direction were pervasive. The Bible shares stories of Moses, David,
and Jesus. British history and lore provided romantic tales of King Richard, Robin Hood,
and King Arthur at Camelot. Other historic leaders of note include Genghis Khan,
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Constantine, and Confucius. These noteworthy leaders lived in different areas of the
globe and eras in time, but they all affected transformational change for their followers
through their leadership.
The study of leadership became focused in the late 1800s. The success of these
leaders and longevity of their stories inspired scientists and philosophers to consider why
these leaders were successful. If these details were defined, perhaps more stellar leaders
would be likely as an outcome of repeating a pattern. These attempts were met with
many methodologies: discipleship, protégé indoctrination, and other structures in social
cultural patterns intended to replicate desired behavior.
Yet, attempts to document and develop leaders as a predictable model were met
with outlier transformational leaders who inspired the critical need for research. The
least likely candidates for transformational leadership typically posed the greatest
conundrums. Mahatma Gandhi was a man of no wealth, a nonviolent civil disobedience
supporter who led India to independence and inspired world-wide civil rights movements.
Martin Luther King, Jr. had no wealth, positional power, or legal justification to claim the
rights he successfully fought for in the Civil Rights Movement of the United States. Yet,
both these men are widely considered pre-eminent examples of transformational leaders
of the 20th century. Selections of theories that most closely support the evolution of
transformational leadership follow.
Trait Leadership
Trait leadership theory suggested certain individuals were born with
characteristics that made them great leaders (Northouse, 2004). The trait approach was
an attempt to understand the success of leaders based on personal characteristics. The

18

Great Man approach emerged from this categorization (Daft, 2002). Thomas Carlyle
championed this theory in the 1840s. A Great Man was defined as a powerful figure who
had great talent, ability, or inspired others through God-given gifts and natural born
ability (Daft, 2002).
In the 1940s and 1950s, trait approach researchers used the popularity of
psychology to develop tests that expanded the range of research regarding what abilities
predicted great leadership potential (Daft, 2002). Early researchers believed they would
find a correlation between certain personality traits and the success of an individual
leader. They wanted to narrow definitive lists of leader and non-leader attributes that
would make it easy to categorize a person’s chances of success in leadership. Kirkpatrick
and Locke conducted research on trait theories as recently as the 1990s (Daft, 2002).
Trait approaches focused on the leader were too subjective to lead to conclusive results.
According to Northouse (2004), trait approach research led to the style/behavior
approach. This approach also focused on the leader, but on the leader’s behavior rather
than personality (Daft, 2002). Stogdill’s review in 1948 shifted the focus of research to
the probability of leadership success given their traits, but related it to a specific situation
(Northouse, 2004). Stogdill continued to review research of tests conducted between
1948 and 1970, verifying the degree of success based on a leader’s traits varied by the
situation (Daft, 2002).
Role-Based and Situational Leadership
Leadership serves as an influencing relationship with followers toward a shared
purpose (Daft, 2002). Management involves obtaining the goals of an organization
through supervision, administration, and control of resources (Northouse, 2004).
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Leadership places an importance in the actual relationship between supervisor and
subordinate, where management sees people as any other resource to be organized. For
example, an accounting team leader would ensure all members were clear on project
goals and work to guide them toward the most successful results of the project. An
accounting team manager would organize assignments only, regardless of results
(Northouse, 2004).
Situational leadership encourages the evaluation of a circumstance and a leader’s
ability to adapt to that setting and place (Northouse, 2004). Blanchard, Zigarmi, and
Nelson (1993) developed a quadrant approach to leadership that encouraged leaders to
evaluate their supportive and directive behavior, and then work along a curve to foster
desired results. The leadership styles they defined were delegating, supporting, coaching,
and directing, and were given values of low to high (Figure 2).

Figure 2. Four leadership styles. Source: Blanchard et al., 1993.
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Contingency Leadership
Fiedler’s contingency theory focused on the creation of a contingency model
based on the ability to match a style of leadership with a situation that would likely result
in success (Daft, 2002). The cornerstone of Fiedler’s theory was the concept that leaders
were either relational or task-oriented in style. Fiedler measured leadership style using
the least preferred coworker scale, which identifies whether an individual's leadership
style is either relationship-oriented or task-oriented. Fiedler’s contingency model
addresses the favorability of the situation to the leader in three categories: quality
relationships, task activities, and power (Daft, 2002). Fiedler used integration of
leadership style, likely degree of success in a situation, and group performance to create a
graphic that allowed a leader to see patterns regarding which leadership style would be
most successful (Northouse, 2004).
Path-goal theory is a contingency approach to leadership that places responsibility
on the leader to find the appropriate motivation for followers to reach desired objectives
(Daft, 2002). In this theory, a leader’s behavior is categorized as supportive, directive,
participative, or achievement oriented (Northouse, 2004). The leader’s behavior is
applied to a situation that challenges subordinates, and the leader equips them with
knowledge of which behavior reaps the best outcome in response to certain situations.
Thus, leaders adjusted their leadership style to the outcomes (Northouse, 2004).
Transactional Leadership
A transactional leader guides subordinate needs by focusing them on reaching
their goals, subsequently meeting the leader’s objectives in the process (Northouse,
2004). The result was typically a win-win situation where the worker received a desired
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outcome and the leader had tasks accomplished. A transactional leader focused on the
interplay of the relationship with their subordinates rather than on intangible goals and
objectives, such as an organization’s mission (Daft, 2002).
Theory X and Theory Y resulted from transactional leadership research by
Douglas McGregor in the 1960s (Daft, 2002). Under this theory, a Theory X leader
believed people were inherently lazy and disliked work, so they tended to micromanage
and control subordinates thereby not leaving any room for the subordinates to revert to
their lazy tendencies. In contrast, a Theory Y leader believed people performed strongly
if they cared about the work. They saw people as potential for ideas to tap; if they cared
about their work, they were not lazy but worked efficiently with interest in doing the best
job possible. They saw people as a hot commodity that was barely tapped (Daft, 2002).
Theory Z, also known as the Japanese style of management, emerged from the
work of Ouchi and Price (1978). Theory Z built on the soft skills of Theory Y to create a
more integrated style of management (Dininni, 2011). Some of the key concepts include
job security, group decision-making, opportunities for advancement, continuous
development, personal connections, efficient operations, and personal responsibility
(Dininni, 2011).
Servant Leadership
According to Daft (2002), a servant leader puts aside his or her own needs to
better serve others and meet their needs. Servant leaders placed the needs of their
followers above all. Making the needs of the followers a priority may pull a leader in
many directions, emotionally and physically. The most prominent work in the field was
by Robert Greenleaf. The Greenleaf Center for Servant Leadership is an active
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institution dedicated to advancing the awareness, understanding, and practice of servant
leadership (Greenleaf, 2016).
Peter Economy (2015) suggested five common beliefs about servant leaders in the
modern workplace:
Every person has value, and deserves civility, trust and respect; People can
accomplish much when inspired by a purpose beyond themselves; Clarify and
reinforce the need for service to others; Listen intently and observe closely;
Act as selfless mentors; Demonstrate persistence; Lovingly hold themselves
and others accountable for their commitments. (p. 2-3)
Jim Heskett (2013) suggested, based on responses to his monthly column about
servant leadership, it is a rare experience. This is due to a plethora of competing
leadership trends, the inability of leaders to exhibit the required qualities or their ability
to cope with the effort, and that conceptually it is a difficult theory to practice. Another
trend in feedback from readers was true practice of servant leadership was rarely
observed and therefore rarely reported, resulting in few models for modern leaders to use
as examples or cases for study. Heskett (2013) suggested the term servant leadership
represented an oxymoron as it was more important for followers to be led than served.
Team Theory
Katzenbach and Smith (1999) prescribed specific conditions that defined the term
team. Under their theory, a team should be three to five people, yet teams of up to eight
were recognized. Members should have complementary, but diverse skills. This allows
the team to better focus on issues and solutions without lacking insight in a certain area.
The team must fully commit to one another. The only accountability within a team is to
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the other members. Finally, the team sets common goals for which they are accountable
to each other to perform. Katzenbach and Smith (1999) illustrated many teams
throughout their text that became so close, they were family.
Katzenbach and Smith (1999) developed the Team Performance Curve to explain
and illustrate how a team works through varying levels of team development: working
group, pseudo-team, potential team, real team, and high-performance team. As the
performance impact and team effectiveness improves, so does the team’s placement on
the curve. The curve’s starting point is a working group, a set of individuals relying on
their best personal performance. Even though their work may benefit others, they lack
commitment to a common set of goals or mutual accountability that enables them to
become a team. At the bottom of the curve lies the pseudo-team. This is a group of
individuals who may label themselves as a team but follow none of the basic parameters
to truly form themselves into a committed unit. Once a working group recognizes the
benefits and requirements to building a team, they become a potential team. When they
fully commit, they become a real team. When the unit is fully committed to each other
and their goals, operates at maximum potential, and consistently outperforms their goals,
they reach the top of the curve as a high-performance team (Figure 3). At any time, they
may fall or rise on the curve (Katzenbach & Smith, 1999).

24

Figure 3. Team performance curve.
Katzenbach and Smith (1999) reported future organizations must be more teambased; not simply by promoting teams but integrating teams throughout the work
environment. They outlined a plan to help an organization reach the high-performance
level. To do so, employees need to develop a different set of performance skills. The
organization needs to promote open communications and knowledge management,
energize their work force, and develop skill-based sources of competitive advantage.
These three major aspects helped lead to vision-driven leadership at the top management
level. Upper management could then focus on performance delivered by teams.
Katzenbach and Smith (1994) found the more management focused on improving
processes that benefit teams, teams perform at the ultimate performance level. These
highly energetic organizations were committed to their shareholders, employees, and
customers so that each benefited tremendously through codependent relationships and
high-performance team service (Katzenbach & Smith, 1994).
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Harvey and Drolet (2004) suggested building blocks for successful teams required
people, money, facilities, time, and energy. In their model, leaders created an effective
team through knowledge of these items and working to maximize their presence or
effectiveness with team members. Through resolution of five key conflicts (value,
tangible, interpersonal, boundary, perceptual), a manager could develop a strategy for
improving business to be poised for the future and people gave their best level of effort,
resulting in the strongest product and highest performing team. These concepts were
considered foundational in a transformational leader (Harvey & Drolet, 2004).
Transformational Leadership
Transformational leaders motivate others to do more than they originally intended
and often more than they even thought possible. They set more expectations and
frequently achieve higher performance from those they led (Bass & Riggio, 2006). A
transformational leader guides a process of significant reflection about an organization’s
existing operating assumptions and assesses its ability and enthusiasm to engage in
change efforts to allow the organization to eliminate what is no longer needed and
reintegrate what is useful from a newly evolving point of view (Poutiatine, 2009). The
process of transformation must occur internally and externally. The internal process
focuses on the inner self of the organization. Change cannot happen unless the people in
the organization want to change (Poutiatine, 2009). Transformational leaders inspire this
desire among people in their organization. Externally, transformational leaders make
connections to the broader world and help their organization maintain a perspective on
the impact of the changes (Bass & Riggio, 2006).
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Well-developed transformational leaders are essential to the success of 21st
century organizations. Technology and globalization are propelling organizations in
more interconnected, fast-paced, and mutable directions (Tichy & Devanna, 1990).
Transformational leaders are well-equipped to handle the challenges of this environment.
Within transformational leadership theory, leaders are effective, organized, and have a
positive relationship with their subordinates. These elements are essential to success in a
21st century workplace characterized by change, a focus on outcomes, and collaboration
(Tichy & Devanna, 1990).
The trials of leading in a time of global uncertainty, interdependence, and
unexpected difficulties are daunting. At all levels of leadership, these challenges must be
met by the facilitation, simplification, determination, preparation, and innovation of
transformational leaders (Pearson, 2012). Transformational leadership ushers in radically
positive possibilities to release the potential within situations and people, including the
leaders themselves (Pearson, 2012). The adaptability and open-mindedness of effective
transformational leadership is essential to success in the 21st century.
Seven Principles of Transformational Leadership
Transformational leadership is a process of inspiring and supporting others to
achieve extraordinary outcomes. A transformational leader guides their organization to
align with a new vision, often representing a transformational change (Bass & Avolio,
1993). Transformational change was defined as the most complex form of change in an
organization, requiring different attitudes, behaviors, and thoughts. Transformation
requires a shift in human understanding that completely modifies the way an organization
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and its employees view the world (Poutiatine, 2009). Transformational leaders support
organizations and people through these changes.
Although the practice of transformational change was always part of successful
organizations, the study of transformational leadership is relatively new. From the
research conducted in the field, and as a companion to the seven principles of
transformational leadership, four key elements emerged as essential to successful
transformational leadership (Bass & Riggio, 2006).
•

Idealized influence. Followers view the leader as trusted, respected and
admired

•

Inspirational motivation. Followers are motivated to a higher performance
standard as meaning and satisfaction result

•

Intellectual stimulation. Followers are encouraged in innovation, creativity,
and learning

•

Individualized consideration. Leaders tailored rewards, activities, and
consequences toward followers’ unique needs

These four key elements guide transformational leaders as they accomplish
transformational change within organizations (Bass & Riggio, 2006). From them these
four key elements, seven principles emerged that inform the practice of transformational
leadership.
Simplification. A transformational leader is dedicated to a communication style
that is straight forward, simple, complete, and clear. The primary goal is to minimize
misunderstanding or miscommunication (Mattera, 2012). Plans include the task at hand
and a vision for how the work fits into a larger system or may plug in to emerging work

28

(Humairah, 2006). Leaders engage followers in the big picture, noting where they fit in
relation to the rest of the project. The desired result of simplification is to keep a team
informed of progress toward reaching desired outcomes (Grace, 2013).
Motivation. A transformational leader is dedicated to finding the best
motivational techniques for their team (Sherman, 2013). To lead a team to a level of
high-performance, leaders must invest time and resources into building a team. On the
road to high-performance, transformational leaders know their people and what inspires
them to be their best and engage in their work. Transformational leaders take stock of
which motivational techniques worked the best and continue to refine them through
additional practice and application (Sherman, 2013).
Determination. Transformational leaders are driven to bring their vision to
reality. It is the leader’s persistence that ensures tasks get completed; without it, there is
no overarching driving force (Mattera, 2012). This is where leaders dig into their
practice of self-reflection in building the ideal self (Humairah, 2006). Knowing their
personal values compelled them to complete the mission (Grace, 2013).
Mobilization. Transformational leaders build the right team to get the job done.
A vision is realized by a qualified group of participants who meet deliverables. It is the
skill of the leader to assemble the right mix of team members to make the vision a reality
(Mattera, 2012). Leaders must know the skills needed to complete the work, then
identify members to participate (Sherman, 2013).
Preparation. Transformational leaders are always prepared. To anticipate the
needs of the team, potential changes in the environment, and adjustments to expected
outcomes, leaders must hone their skills in constant monitoring of the plan and its
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components (Mattera, 2012). This starts at a personal level with the leader’s commitment
to remaining current and knowledgeable of best practices and self-awareness. They
regularly gauge team member engagement and assess tools needed for success.
Environmental awareness of potential impacts and results from outside influence is also
essential to realizing vision. The leader is regularly scanning and adjusting to
successfully meet desired outcomes (Sherman, 2013).
Facilitation. Transformational leaders ensure the necessary work is achieved to
reach the vision. Leaders must know the tools available, plan for additional needs, and
work with their teams to ensure they have what they need to successfully complete their
contributions to the vision (Humairah, 2006). The goal is not just to execute an ideal
plan, but encourage and build ideal team members (Grace, 2013).
Innovation. Transformational leaders are always searching for improvement.
Leaders can revolutionize their plans by being in tune with the constantly changing needs
of their business platform and team. Through creative and nimble solutions to emerging
and envisioned challenges, leaders elevate the vision to a higher purpose or more
groundbreaking outcome (Mattera, 2012). Leaders are the catalyst for the reaction to an
identified change. Through their innovative approach for a resolution, they build a
progressive vision and transform participation to the highest levels of output and
satisfaction (Sherman, 2013).
The Value of Transformational Leadership in the Nonprofit Sector
As the United States workforce shifted to be a greater proportion of aged than
young employees, more leadership roles must be filled by younger leaders (StannardStockton, 2010). These young leaders are entering a more and more competitive,
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employee-favored job market. The nonprofit sector represents approximately 10% of the
nation’s workforce and economy (Stannard-Stockton, 2010). Nonprofits that utilize
transformational leadership skill building in their youth programs best serve community
need for service with the need to sooner prepare the next generation of leaders to assume
critical vacant employment and volunteer vacancies.
Communities in Crisis
Communities struggle with fewer youth leaders prepared to fill roles left behind
by Baby Boomers. One of the issues is how best to reach technologically demanding
youth to encourage their engagement. Rothschild (2012) described various nonprofit
organizations’ successful new business strategies resulting in youth participation. Libby
et al. (2005) shared through the Youth Leadership Institute, youth used technology to
map their neighborhoods and identify landmarks of importance to them, resulting in
critical wayfinding and pedestrian mobility data. Youth Leadership Institute (2015) has
four chapters in California and a 20-year history of youth development through
innovative leadership. Through collaborative community projects, such as engaging
youth in wayfinding, the program energizes and guides youth to accomplish goals.
Through this achievement, participants learn tenets of leadership and teamwork. In
another youth development project, Zusman (2010) reported history was brought to life
using creative new outlets for youth involvement through intergenerational oral history
projects in Oakland, California. Participating youth interacted with older community
members who are primary sources for recording oral history. The volunteers create
critical records of the experiences to shape a true history of many events (Zusman, 2010).
Innovative approaches to youth engagement may prove challenging for nonprofit leaders
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who are older and less savvy with technology and its possibilities; however, technology
may provide a platform to open discussions and engage youth in how to become active in
their communities and increase fundraising sustainability (Pagnoni, 2014).
The Interagency Working Group on Youth Programs (IWGYP; 2016) suggested
great benefits could be gained by communities and nonprofit organizations that engaged
youth in service-level projects. Nonprofits could expand their mission and reach, and
control costs, by utilizing and developing the skills and talent of community youth.
Youth brought a fresh perspective and enthusiasm to an organization. IWGYP (2016)
also suggested youth engagement with community members could provide relationship
building opportunities that may result in the improvement of how youth were viewed in
their communities – a shift from hindrance to help.
The Role of a Nonprofit Organization in the Community
“The nonprofit sector is comprised of organizations that are trying to create a
better world, as defined by their missions” (Busse & Joiner, 2008, p. 15). These
organizations have varying levels of government oversight and serve a wide range of
need for an endless number of motivational factors. Nonprofits allow people to serve
their communities, build awareness, advocate for others, and generate a stronger sense of
community (Busse & Joiner, 2008). Nonprofit organizations typically share the
following characteristics:
•

Mission driven

•

Formal organization headed by a Board of Directors

•

Fiscal independence

•

Community benefactors (Busse & Joiner, 2008)
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Nonprofit organizations have the potential to provide youth in their community
with incredible benefits through service-learning opportunities. IWGYP (n.d.) reported
these service-learning opportunities often connected students to their communities, which
helped them feel valued, take responsibility, gain pride, and act for the betterment of their
community. IWGYP (n.d.) also noted service-learning partnerships between students and
nonprofit organizations promoted the development of social-emotional skills.
Statistically significant impacts were reported related to social skills, delinquent behavior,
cooperation, psychological well-being, and personal goal setting (IWGYP, n.d.).
Equipping Youth for Community Leadership
According to Jones and Perkins (2005), positive youth to adult relationships
resulted from youth taking on leadership roles and interacting with adults. Organizations
equipped with programs and training can help them successfully develop leadership
skills. The success of these programs was shown through evaluation and measurement of
participants, as well as resultant civil accomplishments. To build strong youth leaders
who will become catalysts for positive change in communities, Thompson (2014)
suggested youth gain a healthy understanding of business to know how to sustainably
fund changes they desire.
Nonprofit Leadership
Nonprofit organizations require leadership effective in guiding a business through
collaboration with a Board of Directors, employees, volunteers, funders, and the
community. An effective leader is the base of the organization, sharing the brand,
recruiting stakeholders, fundraising, and leading the charge. Through these efforts, the
leader is responsible for attracting and retaining key personnel. Similarly, the leader
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must build strong relationships with community and funding connections to make the
business a successful endeavor.
In Improving Leadership in Nonprofit Organizations, Riggio and Orr (2004)
stated nonprofit leaders faced many challenges (e.g., board management, staff
motivation, leadership development, program evaluation). The book was intended to be a
guide for leading nonprofit organizations rather than a handbook of nonprofit leadership
or management. This book’s essays are designed to stimulate a nonprofit leader’s
thinking and point out new directions and ideas for leading grounded in theory, research,
and practice (Riggio & Orr, 2004).
Bonner and Obergas (n.d.) suggested nonprofit leaders must be flexible and
adaptable in a complex and ever-changing world. They also suggested nonprofit
organizations should focus on overcoming some key obstacles to better ensure the
success of nonprofit leaders:
•

Results take time. Nonprofits have many priorities vying for the leader’s
time; time for the leader to demonstrate success is essential.

•

Absence of the right assessment model. Selecting criteria that fit with the
strengths of the leader and needs of the organization are critical for managing
expectations of performance; many models are too broad and unrealistic.

•

Hoarding talent. The organization needs to release fear of losing personnel to
the competition and focus on investing in their continued success.

•

Lack of feedback. Specific, constructive, and useful feedback is essential to
the development of a nonprofit leader.
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•

Limited resources for development. Professional development and succession
planning are essential to ensure nonprofit leadership success (Bonner &
Obergas, n.d.).

The Benefit of Community Service to Youth
Community service work offered many potential benefits to youth. Heidebrecht
(2014) described personal, college admission, and career benefits. Teens who engaged in
community service work reaped personal gain such as satisfaction from helping others
and social responsibility, immersion in community diversity, opportunities to apply
academic learning in meaningful projects, relationship building, and better
communication skills (Heidebrecht, 2014). Youth who participated in community service
often showed increases in self-efficacy, personal responsibility, respect for others, and
tolerance of different perspectives. (IWGYP, n.d.). Some youth also inadvertently found
through community service a career calling that they had never otherwise considered,
(Heidebrecht, 2014). Community service taught valuable skills such as problem-solving,
collaboration, and the ability to follow directions, and added experience to a resumé
(Winning Futures, 2014).
Generational Motivation to Provide Community Service
As the Baby Boomers and Generation X look to youth participating in community
service, there is research and statistical analysis available to help mentors in
organizations strategize how to win over these key and critical volunteers. Table 1
presents the demographics of volunteers broken down by the more predominate
generational groups in the workplace.

35

Table 1
Volunteer Demographics by Generation

Volunteer (%)
Volunteers (million)
Hours of service (billion)
Value of service
contribution (billion)
Median volunteer hours
Frequently talk with
neighbors (%)
Participate in groups/
organizations (%)
Engage in informal
volunteering (e.g., doing
favors for neighbors, %)

Baby
Boomer
27.2
19.9
2.8
$63.9

Generation
X
29.4
20.9
2.3
$53.9

Generation Y
(Millennials)
21.7
15.7
1.6
$36.5

National
Total
25.3
62.8
7.9
$184

52
96.7

45
95.8

36
91.8

32.1
85.7

38.8

38.5

26.8

36.2

90.5

88.8

82.2

62.5

Generation Y (Millennials). Zeiger (2013) described the culmination of several
studies that examined community service trends in Millennials, those born from 1979 to
1994. Millennials were noted as one of the most civically inclined generations. Most
desired social marketing that made a human experience and connection. They were
characterized as primarily interested in fundraising and board development work. When
fundraising was needed, more than 70% indicated they would involve friends. They also
prefer to do their charitable giving over the internet (Zeiger, 2013).
According to Scott (2015), there is a consistent trend with motivational factors
among Millennials driving them to perform community service. Millennials cared more
about people than institutions, often supporting issues over organizations. They often
performed small acts and gradually increased their participation. Millennials were
heavily influenced by their peers and would often follow along with others to fit in.
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Additionally, Millennials viewed their time as equal to their money, and relied heavily on
technology to connect to organizations and causes (Scott, 2015).
Generation Z. Generation Z, approximated as birth years 1995 to 2010, is the
first generation for which schooling was entwined with community service, creating a
central focus on working for the public good in these emerging citizens (Masback, 2016).
Generation Z accounts for almost one-quarter of the U.S. population. With 74 million
youth, Gen Z is already the same size as Millennials and Baby Boomers and already
surpassed Gen X in numbers (The Hartman Group, 2016).
The latest generation is already being studied for trends so businesses might be
prepared to incorporate these youth into the workforce. Jenkins (2015) suggested
research showed some distinct trends emerging in this generation raised by parents in
Generation X. Generation Z is proving to be more realistic and cautious, as well as more
careful with money. They are growing up in a world of uncertainty and war, one that
recently experienced a recession. They are the first truly global generation, spurred on by
technology (upon which they are dependent) that allows them to access the world. Gen
Zers also see the yoke of student loans make a huge impact on their older friends and
parents. This is contributing to the money conscientiousness, but also to a downtrend in
the desire for formal education, many choosing to start work early through
apprenticeships. The volume of online training available exacerbates this (Jenkins,
2015).
Generation Z is more focused on soft skills and interpersonal connections as they
watch Millennials struggle with their lack thereof (Jenkins, 2015). They are looking to be
individuals, to stand out and do something new, while possessing incredibly
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underdeveloped attention spans due to growing up with constant technology and instant
gratification (The Hartman Group, 2016). However, their entrepreneurial spirit is strong
and partnerships with community service would strongly motivate a Gen Zer to build
new experiences, be engaged with work, and try to build something new and innovative
(Jenkins, 2015). Generation Z wants to stand up for larger causes and remain optimistic,
unlike Millennials; they are more committed to community ideals and making the planet
better (Masback, 2016).
Gen Z were already characterized as “loyal, responsible, socially liberal, yet
fiscally moderate. They care deeply about many social issues, yet they are much less
interested in traditional forms of service than Millennials; just about half do not intend to
volunteer at all in college” (Seemiller, 2016, p. 3). Gen Zers participated in a college
research study in which Seemiller (2016) found students expressed views of service that
were more expansive than traditional ideas of community service modeled by previous
generations. According to Seemiller (2016), they intend to serve their communities
through advocacy through social media and technology, innovative solutions, and
entrepreneurship.
Youth Leadership Through Nonprofit Organizations
The perceived challenges of inspiring youth to lead are not as dire as current
media coverage suggests. “Xers and Gen Ys were found to have the same top work
motivators – continuous employment and opportunities for promotion; Boomers and
Matures were motivated by similar factors” (Mlodzik & De Meuse, 2012, p. 8). Mlodzik
and De Meuse (2012) suggested the generations were incredibly similar in work
motivational factors. The key factor for all generations was continuous employment and
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opportunities for promotion. Engaging and motivating youth leadership in nonprofit
work is a viable strategy for expanding leadership recruitment.
Thompson (2014) reported nonprofit organizations may benchmark successful
youth leadership development programs of their peers, as demonstrated through
successful community partnerships that resulted in youth entrepreneurship. Many
nonprofits spent much time, money, and effort establishing youth leadership development
as a core competency of their service delivery. In exploring these successful programs,
trends in transformational leadership and youth engagement may emerge (Thompson,
2014). Several strong youth development programs already exist and can serve as
models for other nonprofits beginning to explore this area.
Youth leadership institute. Youth Leadership Institute (YLI) was founded in
1991 in San Francisco with the aim to improve communities for youth and young adults
(Libby et al., 2005). YLI develops programs allowing youth to engage with civic
partners to achieve meaningful changes in their own communities. Successful projects
include a smoking cessation campaign, education equity in Marin County, youth
philanthropy through grant funding in San Mateo County, and access to healthy food for
students in the Novato and San Rafael School Districts.
4-H. The 4-H nonprofit youth organization developed successful youth
community leadership opportunities through its positive youth development (PYD)
program. Focused on hands, heart, head, and health (the four h’s referenced in the
organization’s name), PYD strives to prepare tomorrow’s leaders. According to Lerner et
al. (2005), their research on PYD highlighted different ways in which implications of
findings fostered future study and application to improve successful life outcomes of
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diverse youth populations. Seizing upon a desire in youth volunteers to help animals,
4-H developed a robust program through structured learning, adult mentorship, and
encouragement for cultivating responsible leadership from participants in the PYD
program. Measurable improvement in participant contributions to community and school
was studied and reported, leading 4-H to label the program as one of its most successful
initiatives (Lerner et al., 2005).
Community theatre. Community theatres are the lifeblood in many
communities, drawing together all types of people from varying backgrounds and age
groups to provide performing arts experiences that meet their community needs. Many
community theatres provide critical performing arts education with primarily volunteer
workforces. A reliable stream of capable leaders is necessary for their continued
community service.
AACT (n.d.) summarized through its advocacy content that community theatres
are well-equipped to teach acting, technical, and business programming to youth.
Students engaged in these subjects would be attracted to the programs (Smith, 2012).
This could help cultivate students’ entrepreneurial spirit. Providing student choice
allowed students to take initiative and lead rather than follow directions, thereby building
future entrepreneurs (Zhao, 2012). Community theatre nonprofits are bridging the gap
learning about leadership and the transformational activities found in entrepreneurship.
The Value of Nonprofit Organizations
Nonprofit organizations were formed in the 1960s to do work the government
could no longer support alone. Jobs were created to support and run the emerging
nonprofit businesses, many of which provided volunteer opportunities equivalent to job
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training, resulting in cost-saving benefits to communities (Smith, 2012). This community
engagement appealed to youth volunteers, providing them opportunities to gain job skills
and allowing for higher paying employment opportunities. Other organizations, such as
Goodwill, are renowned for their workforce training programs that allow community
members to become productively employed and contributing community members
(Rothschild, 2013). Nonprofit organizations serve as a conduit for connecting
community members with critical resources (Jones & Perkins, 2005; Smith, 2012).
Additionally, their partnerships with government manifested an interesting connection to
creating leaders who migrated to government after nonprofit work, sometimes becoming
legislators or government officials (Smith, 2012).
Stannard-Stockton (2010) stated the nonprofit sector generated $1.9 trillion in
revenue annually, representing nearly 13% of the United States economy and employing
1 in 10 Americans. With so much of the workforce dependent on the nonprofit sector,
significant economic value and impact relies on nonprofit organizations. Interestingly, in
times of economic downturn, especially recessions, nonprofits trend toward increasing
employment versus the for-profit sector that decreases (Stannard-Stockton, 2010). This
demonstrates the relationship between necessary services a nonprofit organization
delivers when the government and for-profit sectors can no longer provide financial
support.
Nonprofit organizations are uniquely poised to build positive social change with
partners (Daw, 2013). Nonprofits created shared values for the community, generating
economic value for themselves and society through addressing social and environmental
concerns. Daw (2013) suggested shared value relied upon private and nonprofit
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businesses working in collaboration to deliver the for-profit’s essential resources through
the nonprofit’s distribution network in served communities. Daw (2013) suggested
shared value created interdependence resulting in greater accountability and results.
The Urban Institute’s Center on Nonprofits and Philanthropy publishes an annual
report, The Nonprofit Sector in Brief. The analysis is based on IRS filings. The
conclusions of data analysis showed 2015 continued an important trend of strong and
growing volunteerism and investment in the nonprofit sector (McKeever, 2015).
According to McKeever (2015), charitable giving increased over the past five years.
Along with giving, the rate of volunteerism also increased with an estimated 8.7 billion
volunteer hours. These trends suggest the needed audience is captured and interested in
the nonprofit sector; Baby Boomers are more available to volunteer their time and donate
their money, creating opportunities for them to mentor younger volunteers (McKeever,
2015).
High Rate of Failure for Nonprofit Organizations
As Vance (2010) noted, it is challenging to track the failure of nonprofits based
on indicators. Many are exempt from federal bankruptcy codes, may be dissolved, or
may easily be absorbed by another nonprofit organization. Another key challenge is
nonprofits with revenue less than $25,000 per year are not required to file an IRS tax
form 990. Since countless nonprofits are true to definition and achieve through budget
performance as near to a zero balance as possible, the resultant ability to measure these
businesses accurately is difficult because there is no solid data set capturing their work.
Nonprofits also face great risk due to a tendency to rely too heavily on government
subsidy. During the 2008-09 recession, many nonprofits disappeared as they had no
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funding plans outside of subsidy. “The focus of nonprofits on specific communities of
interest means that nonprofits are not well-suited–without extensive government subsidy
and regulation– to offer broad-based services to wide segments of the population.”
(Smith, 2012, p. 5).
Nonprofit organizations are subject to failure at different points during their
lifecycle. New organizations are at the highest risk of failure. This risk decreases as the
organization ages and stabilizes (Bielefeld, 2014). New nonprofits at greatest danger
demonstrate these three common risk factors: putting members in unfamiliar roles
creating discomfort and inefficiency, not taking the time to develop trust, and not
building strong working relationships with clients and stakeholders (Bielefeld, 2014).
The failure rate of nonprofit organizations is such a concern to the country’s
economy and future, it was a key discussion point in the 2015 debate rhetoric of United
States Presidential candidates. Candidate Ben Carson was widely criticized for misstating
9 of 10 nonprofits failed (Ye Hee Lee, 2015). Ye Hee Lee (2015) acknowledged
Carson’s campaign office did not respond to a request to verify facts backing the
statement. Based on statistics from IRS data that compared year-over-year filings from
charitable organizations, the failure rate is consistently less than 50% (Ye Hee Lee,
2015).
Nonprofit Organizations as Community Employers
Nonprofit organizations provide opportunities to many young professionals
looking to begin their careers. Thurman (2010) concluded nonprofits offered salaries
comparable to for-profit organizations, as well as the opportunity to obtain a title of rank
beyond what a for-profit organization may offer. Nonprofit organizations also tended to
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have flatter organizational structures with smaller numbers of staff. This resulted in an
employee having easy access to those in more senior positions to use as mentors. It also
supplied a ready network of accessible peers (Thurman, 2010).
The nonprofit sector establishes a vast network of internship opportunities. These
experiences could prove invaluable for youth seeking to build skills on their resume to
assist in job searches. Tishman (2015) outlined several key values from her nonprofit
internship experiences. She gained experience working to meet deadlines, receiving
coaching as part of the culture, where mistakes were accepted as growth opportunities
and she was able to build her skills through these cycles. She described opportunities for
her to experience a strong corporate culture built on relationships, where employees were
empowered to do their work because every contribution was essential to the successful
performance of the organization. Youth, eagerness, and passion were viewed as assets
rather than shortcomings, and Tishman (2015) shared how this empowered her to deliver
strong work products.
Searching for a job may also be better supported through a nonprofit. These
organizations appreciate creative application of experiences and education of passionate
individuals against their needed jobs (Thurman, 2010). This may also afford employees
the opportunity to gain a vast array of work experience, if they show an interest and talent
in an area needed by the nonprofit (Thurman, 2010). A candidate lacking experience
may find an opportunity at a nonprofit that would not be extended at a for-profit
competitor. Busse and Joiner (2008) outlined that candidate attraction to nonprofits
included more casual work environments, increased flexibility, potential for job
advancement, generous benefits, and the ability to act quickly on projects. A candidate
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also found a nonprofit employer typically had a better reputation as a company
(Thurman, 2010). Nonprofit organizations also proved to be stable employers during the
recent recession. Job creation remained strong in 2009, when many for-profit businesses
were downsizing (Thurman, 2010).
Nonprofits offered recent graduates meaningful work and opportunities to give
back to the community (Busse & Joiner, 2008). Nonprofit careers offered a candidate
work that affects their communities (Thurman, 2010). The combination of diversity, job
responsibilities, missions, rewards, and career paths made nonprofits desirable employers
(Busse & Joiner, 2008). Generations X, Y, and the upcoming Z all strongly connected to
improving the communities in which they lived, wanting to do something with meaning
(Thurman, 2010).”
Transformational Leadership in Youth Programs of Nonprofit Organizations
The American Driver and Traffic Safety Education Association commissioned a
study in 2006 to explore transformational leadership in youth performance. “The purpose
of this study was to examine the influence of transformational leadership and
transactional leadership on the cognitive, attitudinal, and behavioral test scores of
students in a youth traffic safety education program” (Pidgeon, Isbell, Paige, &
Alexander, 2006, p. 1). The research team used a comparison of student test scores to
examine the effect of training middle school teacher participants in transactional and
transformational leadership. Three key change areas were examined: traffic safety,
knowledge, and attitudes about traffic safety issues (Pidgeon et al, 2006). The study’s
findings did not show a significant change between the two leadership models, but the
analysis reported that the literature review indicated a trend that levels of
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transformational and transactional leadership could predict follower performance. The
researchers also identified two outstanding challenges to furthering this research:
•

Effective training of the leadership behaviors to consistently measure them

•

How to determine the effect on student outcomes with better measures
(Pidgeon et al., 2006)

Transformational leadership theory in youth programs of nonprofit organizations
was a highly published arena of youth organizing. The Funders’ Collaborative on Youth
Organizing (FCYO) sponsored a series of papers on youth organizing. In Building
Transformative Youth Leadership: Data on the Impacts of Youth Organizing, Shah
(2011) analyzed data and recommended strategies for aligning students to be successful
in their educational goals through youth organizing. The data showed students were
more invested when involved in youth organizing. Shah (2011) outlined a path for youth
support so they could realize long-term success as they moved into post-secondary and
career settings. Nonprofits could use this core strategy for attracting youth to their
programs. Shah (2011) suggested nonprofits could be successful youth partners by:
•

Recruiting youth from marginalized communities for youth organizing

•

Developing leadership skills and improving the youths’ ability to organize

•

Using social change as a basis to help youth successfully transition to higher
education, employment, and other leadership opportunities

In 2012, the Heinz Endowments’ Education Program sponsored field research and
a paper written by FCYO and Movement Strategy Center (MSC, n.d.) titled The Power of
Transformative Youth Leadership: A Field Analysis of Youth Organizing in Pittsburgh.
The paper analyzed data collected through interviews and focus groups. According to
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FCYO and MSC (2012), youth organizations had sizable outcomes on individuals,
schools, and communities. The recommendations of this paper mirrored those of Shah:
•

Build leadership pathways and pipelines

•

Build organizational infrastructure and capacity

•

Build youth engagement with a core focus on advocacy and youth organizing

•

Develop coordinated strategies across sectors to address youth needs (FCYO
& MSC, 2012)
Summary

As outlined, research and statistical data strongly supported generational gaps in
the workforce and their relationship to volunteerism and economic contribution. An
abundance of literature was also available on leadership theory. Some literature also
examined successful youth leadership programs with specific nonprofit organizations.
Sufficient data were available to support the failure rates, volunteer rates, and rates of
giving for nonprofit organizations. Limited data also supported the socio-economic
community need for volunteerism. However, few studies researched transformational
leadership and its influence on youth programs in nonprofit organizations, or on its
influence in communities.
Chapter II provided a comprehensive review of relevant literature. Chapter III
presents the methodology used to conduct the study. Chapter IV details the findings from
the data analysis and Chapter V outlines conclusions, implementations or action, and
recommendations for future research.
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CHAPTER III: METHODOLOGY
Chapter I introduced the study and research related to the importance for
conducting this study. Chapter II presented literature relevant to leadership topics
essential to examine the topic. This chapter outlines the methodology used to conduct the
study in support of answering the research questions. Sections covered are the purpose
statement, research questions, research design, population, sample, instrumentation, data
collection, data analysis, limitations, and summary. This mixed-methods study provided
the researcher with opportunities to examine the experiences of nonprofit organizations’
youth program leaders and examine the presence of transformational leadership qualities
in their approach to providing leadership to youth programs.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
nonprofit organizational leaders of youth programs perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs based on
Bass and Riggio’s (2006) four transformational leadership qualities.
Research Questions
The four research questions guiding this study were:
1. How do nonprofit organizational leaders of youth programs perceive the
importance of idealized influence in mentoring youth in leadership programs?
2. How do nonprofit organizational leaders of youth programs perceive the
importance of inspirational motivation in mentoring youth in leadership
programs?
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3. How do nonprofit organizational leaders of youth programs perceive the
importance of intellectual stimulation in mentoring youth in leadership
programs?
4. How do nonprofit organizational leaders of youth programs perceive the
importance of individualized consideration in mentoring youth in leadership
programs?
Research Design
This study used a mixed-methods approach with both quantitative and qualitative
data. Quantitative methods were deemed appropriate when a conclusion needed to be
drawn regarding a hypothesis (Patton, 2002). Quantitative methods gather numeric data
to compare and conclude results for a larger population based on the sample set. In
contrast, qualitative data are narrative in nature and used to describe experiences or a
phenomenon under investigation. Mixed-methods studies combine the positive aspects
of both methods. An explanatory sequential study was utilized as it allowed the
researcher to first analyze quantitative data, then follow with collection of qualitative data
(Patton, 2002). Quantitative data were obtained through a survey whereas qualitative
data were collected through interviews and observations.
Prior to selecting a methodological approach, the researcher considered a purely
qualitative study with either a heuristic inquiry or phenomenological approach.
“Heuristics is a form of phenomenological inquiry that brings to the fore the personal
experience and insights of the researcher” (Patton, 2002, p. 107). The researcher was not
able to significantly reduce the risk of personal bias to conclude this would be a
reasonable methodology. Heuristics requires a researcher to explore his or her personal
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biases in relation to the research areas. This effort ensured the study and results were the
most scientifically neutral and therefor the most useful to the broader research
community. The researcher concluded heuristics was not a good fit for the study because
of the risk of personal bias based on prior knowledge and experiences with the topic.
Phenomenology was also considered for this study. Exploring the experiences of
youth leaders in their nonprofit leadership roles leant the researcher to consider the value
of a qualitative phenomenological inquiry, which would represent an oral history of life
experiences. Phenomenology “is a focus on exploring how human beings make sense of
experience and transform experience into consciousness, both individually and as shared
meaning” (Patton, 2002, p. 105). Patton (2002) described two implications for utilizing
this qualitative approach:
•

Understanding people’s experiences and how they perceive them

•

Experiencing the phenomenon as directly as possible to obtain greater
understanding

To meet the two implications of the phenomenological approach, data would have
been obtained through in-person interviews and observation of youth leaders. Based on
the limiting nature of the qualitative approaches reviewed, the researcher concluded a
mixed-methods study would provide a stronger analysis of the behaviors with stronger,
scientifically relevant results.
The major components of the study methodology consisted of administering three
surveys: a demographic survey, the Multifactor Leadership Questionnaire (MLQ), and
the Mentoring Functions Questionnaire (MFQ). The first five respondents were then
interviewed and qualitative data were collected and analyzed.
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Population
McMillan and Schumacher (2010) defined a population as a “group of elements
or cases, whether individuals, objects, or events, that conform to specific criteria and to
which we intend to generalize the results of the research” (p. 129). The population for
this study was leaders of nonprofit youth programs in Washington. Washington
Nonprofits (n.d.) reported more than 50,000 nonprofit organizations were in operation in
Washington State. Given nonprofit organizations may serve youth and adults,
Washington Nonprofits (n.d.) also identified that 48 of those 50,000 self-identified their
primary function was delivery of youth programs. The leaders of those youth programs
are individual employees or volunteers who take a leadership role in working with youth
in nonprofit organizations. These youth leaders directly interact with, teach, influence,
and mentor youth participants in programs and activities at the nonprofit organization. It
is their role to teach, administer programs, provide resources, advise, and otherwise
provide training and guidance to youth participants.
Target Population
To create the target population, it was necessary for the researcher to clearly
define the purposes for the research study. A target population for a study is individuals
chosen from the overall population from which study data are used to make inferences.
The target population further defined the population from which the findings were meant
to be generalized. McMillan and Schumacher (2010) explained target populations clearly
identified the purpose of the research study. Time and cost constraints typically made it
unfeasible for a researcher to study large groups; thus, population samples were often
chosen from larger groups. Therefore, the researcher narrowed the population to make
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the study feasible. The target population was identified as the 48 nonprofit organizations
that self-identified delivery of youth programs as their primary function.
Sample
The sample is a group of participants in a study selected from the target
population from whom data are collected. According to McMillan and Schumacher
(2010), sampling is selecting a “group of individuals from whom data are collected” (p.
129). Similarly, Patton (2015) and Creswell (2003) defined a sample as a subset of the
target population representing the whole population. The sample is obtained from the
target population and is typically designed to study large groups when it is not feasible to
study the full population due to its size.
Sample size is often determined by the methodology of the study, qualitative or
quantitative. The ideal sample size for a qualitative analysis is for it to be large enough to
encompass the feedback of most participants, if not all. If this is accomplished,
saturation may occur, which is when adding additional study participants does not result
in additional perspectives. Various guidelines were suggested for qualitative sample
sizes that may reach saturation:
•

Ethnography, 30 – 50 participants (Morse, 1994)

•

Grounded theory, 30 – 50 interviews (Morse, 1994)

•

Grounded theory, 20 – 30 interviews (Creswell, 1998)

•

Phenomenological studies, 6 or more (Morse, 1994)

•

Phenomenological studies, 5 – 25 (Creswell, 1998)

Without specific rules established for determination of an appropriate sample size
in qualitative research, the researcher determined a sample size of 15 nonprofit youth
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leaders was appropriate to participate in the quantitative surveys and five of them would
then serve as participants in the qualitative interview. This was determined by factors
suggested by Patton (2002), such as time allocation, available resources, and study
objectives.
A nonprofit organization may have many leadership positions contributing to
operations. Typical positions include a Board of Directors, a CEO or Director, and
various program directors, such as a Director of Youth Services or Education. For this
study, the researcher was interested in studying the feedback and life experiences of
leadership who worked with youth, directly leading youth programs for the 48 nonprofit
organizations.
The sample was determined by Claire Bishop, Principal of Barnacle Consulting,
an expert in evaluating Washington State nonprofit organizations for the purpose of
awarding grant funds on behalf of funding organizations. Ms. Bishop’s clients include
the Seattle Foundation, The Giving Practice, The Ford Family Foundation, and Safeco.
Ms. Bishop had proven expertise in evaluation of nonprofit organizations’ youth
programs. Once the population of the approximately 50,000 members of the Washington
Nonprofits Organization was identified, the 48 nonprofit organizations with youth
leadership programs which met four of the five criteria were examined by Ms. Bishop to
determine the 15 nonprofits to comprise the sample. The criteria were:
•

The nonprofit organization is within a 60-mile radius of Poulsbo, Washington

•

The nonprofit organization has an established youth program

•

There is evidence of the nonprofit organization leading a successful youth
program
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•

There is evidence of obtaining grant funding to support the youth program

•

The youth leadership program has operated for at least three years

The 15 nonprofits identified by Ms. Bishop were emailed an invitation to
participate in the study (Appendix B). Demographic information was collected and
verified that the participating nonprofit organization met the established criteria. Two
survey tools were administered to the 15 participants, the MLQ (Avolio & Bass, 2002)
and the MFQ (Castro, Scandura, & Williams, 2004).
Based on the survey data, a sample set of five youth leaders were selected to
participate in the qualitative interview portions of the study. “There are no rules for
sample size in qualitative inquiry. Sample size depends on what you want to know, the
purpose of the inquiry, what’s at stake, what was useful, what will have credibility, and
what can be done” (Patton, 2002, p. 244). Creswell (1998) and Morse (1994) both
recommended varying sample sizes for qualitative research. Patton (2002) further
recommended factors such as time allocation, available resources, and study objectives
help determine qualitative sample size. The researcher determined five participants was
an appropriate sample size for the interview portion of the study. From the 15
respondents, the first five who completed the survey instruments and were willing to
participate in an interview were selected.
The researcher worked with the expert, Ms. Bishop, to obtain the contact
information for the person in charge of the nonprofit organizations’ youth development
program. The titles of these individuals were based on their organization, but included
titles such as Program Director, Program Manager, Youth Development Coordinator,
Director of Youth Programs, and Youth Program Specialist.
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To help with identifying the sample for the qualitative portion of the study, a
question was included on the survey asking if they would be willing to participate in a
follow-up interview to provide additional information about their youth development
program and experiences. The first five people who completed the two surveys and who
indicated their willingness to participate were invited for interviews. Others who agreed
to partake in an interview were placed on a waitlist in case one or more of the first five
people were unable to complete the interview.
Instrumentation
For the quantitative portion of the study, the MLQ and MFQ were administered
through Survey Monkey. The MLQ was designed to identify characteristics that may
identify a transformational leader through self-assessment and peer or subordinate
assessment (Mind Garden, 2018). The instruments are part of survey options intended
for use in research and self-development (Mind Garden, 2018). Mind Garden suggested
success in transformational leadership may be measured through retesting and
comparison of results. The MLQ has different versions dependent on the research
application. The questionnaire was designed as a full range model for use in assessment
of transformational leadership.
The MFQ (also referred to as the MFQ-9) was introduced by Scandura in 2004. It
was designed to evaluate mentoring effectiveness and range wherein a mentor is rated on
factors associated with transformational leadership by oneself or a mentee. The MFQ
was selected for this study because it was widely used to evaluate leadership relationships
across many situations.
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From the survey, respondent scores from the MLQ and MFQ were totaled to
create an overall composite score, and interview data were collected from the first five
participants who completed the surveys and were willing to be interviewed. The
interviews were intended to confirm successful nonprofit youth leaders were utilizing
transformational leadership in their work. The researcher developed interview questions
based on the literature review, the research questions, and the researcher’s interest in
acquiring detailed responses that would confirm or rule out transformational leadership
traits among those working with youth through nonprofits. Table 2 presents the
alignment between the research questions and data collection questions.
Table 2
Mixed Methods Alignment Table
Sub-Research Questions
• How do nonprofit organizational
youth leaders perceive the
importance of idealized influence
in mentoring youth in leadership
programs?
• How do nonprofit organizational
youth leaders perceive the
importance of inspirational
motivation in mentoring youth in
leadership programs?
• How do nonprofit organizational
youth leaders perceive the
importance of intellectual
stimulation in mentoring youth
in leadership programs?
• How do nonprofit organizational
youth leaders perceive the
importance of individualized
consideration in mentoring youth
in leadership programs?

MFQ
Questions
1, 2, 3, 7, 9

MLQ
Questions
1, 2, 10, 11,
14, 18, 20, 21,
26

Interview
Questions
1, 1a

4, 5, 6, 8

6, 7, 8, 9, 12,
13, 15, 16, 25,
34, 36

2, 2a

1, 2, 3

22, 23, 24, 27,
28, 30, 32, 33

3, 3a

1, 2, 3, 4

3, 4, 5, 17, 19,
29, 31, 35

4, 4a

56

Reliability and Validity
Validity and reliability are essential to aligning research with resultant data.
Reliability is when the concepts and methods of measurement are consistent, meaning
findings would be similar over multiple administrations, whereas validity is how well a
measure or study assessed what it was intended to measure (Patton, 2002). Trochim
(2006) described this relationship as a target, sharing,
Think of the center of the target as the concept that you are trying to measure.
Imagine that for each person you are measuring, you are taking a shot at the
target. If you measure the concept perfectly for a person, you are hitting the
center of the target. If you don’t, you are missing the center. The more you
are off for that person, the further you are from the center. (p. 1)
With consistent forms, standardized questionnaires, standardized software
products, and recorded and transcribed data, the study may be reliably replicated. The
MLQ and MFQ used for the quantitative portion of the study were both standardized
instruments with high levels of validity and reliability. They were used in numerous
studies and heavily researched. They were selected for this study based on their ability to
capture the data needed to address the research questions. These tools and the
researcher’s dedication to designing the study for significance, repeatability, and
scalability provided strong validity.
The researcher designed the interview instrument to align with the literature
review and synthesis matrix (Appendix A), increasing its validity to capture what was
intended. Additionally, expert review and validation of the interview instrument was
performed by a panel of three individuals with doctorate degrees qualified to analyze the
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materials based on their expertise and respect in their fields. These three individuals
served as third-party reviewers to examine the interview questions. The reviewers
validated the instrument was rooted in research and would provide the data needed to
address the research questions.
A pilot test for validity and reliability was also used to ensure successful use in
the study. The survey, administered through Survey Monkey, was sent to three nonprofit
youth leaders who met the criteria for the study but were not part of the study. They were
chosen because they were known to the researcher and recognized by their communities
as experts in developing youth leadership programs. They completed the participant
demographic information (Appendix D), MFQ, and MLQ, and then provided feedback
about the questions and length of the survey. After completion of the survey, the pilot
test participants were interviewed. During the interview, an observer with experience in
conducting scholarly interviews for data collection was present and provided feedback to
the researcher. The observer had an earned doctorate and specific experience as a leader
in youth programs at a nonprofit organization. The observer’s feedback was recorded
and provided to the researcher via the Field Observations and Reflections Form
(Appendix H). All suggestions for improvement and clarification provided on the form
and through a debriefing conversation were considered and applied to the interview
questions and process before data collection. At the end of the pilot testing, an
application to conduct research was submitted to the Brandman University Institutional
Review Board (BUIRB). Upon approval, recruitment and data collection commenced.
To further ensure coding reliability, the researcher enlisted a second coder to
strengthen the accuracy of the process. Inter-coder reliability, defined as the extent to
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which independent coders drew the same conclusion in assessment of an individual data
point of an artifact or interview (Tinsley & Weiss, 2000), was a crucial consideration for
analysis of open-ended responses to interviews. Understanding of the content is essential
for it to be considered impartial and valid (Lavrakas, 2008). The researcher used intercoder agreement for study reliability. To increase reliability, an independent researcher
double-coded approximately 10% of the data coded by the primary researcher. The
concurrence targets were 90% to measure optimal and 80% was acceptable in
determining the alignment of themes in the coding (Miles & Huberman, 1994).
Data Collection
Data were obtained through administration of a demographic survey, the MLQ,
the MFQ, and interviews. Data collection began with administration of the demographic
questionnaire. Potential participants were sent an email introducing the study, explaining
the purpose and benefits of participation, inviting them to participate, and providing a
survey link to obtain demographic information. Demographic data from those who
agreed to participate were reviewed to ensure they met the study criteria. Those who met
the study criteria were sent a follow-up email with a link to the MLQ and MFQ surveys.
The MLQ and MFQ were administered through Survey Monkey. The email
included full disclosure about the research process, explaining participation was
voluntary and there were no repercussions for not participating. A statement regarding
consent opened the survey and required agreement from the participant to continue to
take the survey. All data were stored in Survey Monkey until downloaded for analysis.
The first five respondents who completed MLQ and MFQ were invited to
participate in interviews. Once identified, the researcher contacted the candidates via
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email to establish a date, time, and location convenient to them. If a candidate was not
willing to participate in an interview, the next respondent was contacted. Each interview
was allocated a one-hour time block. The interview questions (Appendix G) were
provided to participants in advance via email to prepare. At the conclusion of each
interview, a debriefing call was scheduled with each participant to discuss the interview
and ensure the information provided was accurate. This also afforded the opportunity for
both parties to seek clarification regarding points of concern from the interview. Each
interview was audio recorded and transcribed so the data could be analyzed.
Data Analysis
The purpose of data analysis is to “obtain an initial understanding of the
characteristics of the population studied and to identify similarities and differences
among different sectors of the population” (Bamberger et al., 2012, p. 274). For the
MLQ and MFQ, the data were scored based on the instrument specifications with total
scores calculated overall and by scale as listed on the forms. The score data was used to
calculate means, medians, standard deviation, and percentages across all participants as
appropriate. Such descriptive statistics help determine trends and patterns in quantitative
data (Bamberger et al., 2012).
For the qualitative portion, data were analyzed through an examination of key
words and themes using NVivo qualitative coding software. Key phrases and terms were
identified and coded for each interview. Deductive coding was used to identify themes
directly related to transformational leadership, such as idealized influence, influential,
inspire and inspirational, motivate and motivational, intellectual and intellect, stimulation
and stimuli, individual consideration, transformation, and transformational. Inductive
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coding was also utilized to identify other themes and patterns common across the data.
After each interview, the researcher loaded the electronic transcripts into NVivo and
coded the data. NVivo was used to calculate the frequency with which each code
appeared in the data, allowing the researcher to draw conclusions about the consistency
of reference to transformational leadership values within the context of the interviews.
The researcher separately analyzed data from the surveys and interviews,
presenting findings sequentially per research question. Findings from the qualitative
interviews were used to provide more context and depth in relation to the numeric
findings from the quantitative data. Analyzing the quantitative and qualitative data in
relation to each other provided more robust findings.
Limitations
Limitations are factors that typically cannot be controlled by the researcher but
may influence the study. In this study, limitations included too small a sample size, time
constraints, and potential biases in the researcher and respondents. Only five interviews
were conducted, which limited the generalizability of the findings. Additionally,
interviews were conducted with the first five people who responded to the survey, and
their experiences may have differed from those who took longer to respond to the survey.
Time constraints were another limitation. Participants had limited time to engage
in the study. Some youth program leaders did not work traditional hours or only worked
seasonally based on the needs of the organization and community. Additionally, the
researcher had personal time constraints based on competing deadlines for dissertation
completion, family, and career obligations. Time constraints limited the ability to the
researcher to capture additional data.
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Another limitation was personal bias. The researcher established a successful
youth program utilizing the themes of transformational change in a nonprofit community
theatre organization in 2010, and successfully ran it in the geographic area of this study
for six years. The researcher neutralized her bias through:
•

Setting the Stage. The research consciously worked to not compare her
organization to that of the leaders interviewed.

•

Personal Mantra. A personal mantra was used to focus the researcher’s mind
and energy on a neutral field to avoid passing on bias to participants.

•

Pilot Test. An external party observed the researcher during the pilot test to
look for the introduction of unintended bias through words and body language
and provided feedback to reduce the potential for introducing bias.

•

Outside Review. A review of the research materials by an expert panel
increased neutrality as they had no vested interest in the study. This review of
questions and other aspects of the research was a critical check to ensure the
results of the research showed little to no bias.
Summary

Chapter III presented the methodology of the study. It reiterated the purpose
statement and research questions, then detailed the methods, population, sample,
instruments, and data collection and analysis procedures. Chapter IV provides the
findings from the data analysis.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
This mixed-methods study examined the experiences of nonprofit organizations’
youth program leaders to determine the presence of transformational leadership qualities
in their approach to providing leadership to youth programs. In this chapter, the purpose
and research questions for this investigation are restated. A summary is provided of the
research methods, data collection procedures, population, sample and target sample,
demographic data, and analysis of the data. The chapter concludes with a summary of
the findings.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
nonprofit organizational leaders of youth programs perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs based on
Bass and Riggio’s (2006) four transformational leadership qualities.
Research Questions
The four research questions guiding this study were:
1. How do nonprofit organizational leaders of youth programs perceive the
importance of idealized influence in mentoring youth in leadership programs?
2. How do nonprofit organizational leaders of youth programs perceive the
importance of inspirational motivation in mentoring youth in leadership
programs?
3. How do nonprofit organizational leaders of youth programs perceive the
importance of intellectual stimulation in mentoring youth in leadership
programs?
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4. How do nonprofit organizational leaders of youth programs perceive the
importance of individualized consideration in mentoring youth in leadership
programs?
Research Methods and Data Collection Procedures
The research design for this study used a mixed-methods approach with both
quantitative and qualitative data. Data were obtained through a survey and interviews.
Through interview questions, the researcher learned how the leadership system
functioned and why.
Per instruments and procedures approved by the BUIRB, an e-mail was sent to
each of the nonprofit organizations selected. Survey Monkey was used to administer
three surveys to all volunteers in the sample. The invitation e-mail included full
disclosure about the research purpose and outlined the process. It also included contact
information for the researcher. Recipients were informed their participation was
voluntary and there would be no adverse repercussions for choosing not to participate. A
statement regarding consent opened the survey and required agreement from the
participant to continue taking the survey. Three surveys were administered: a
demographic survey, the Multifactor Leadership Questionnaire (MLQ; Bass & Avolio,
2002) and the Mentoring Functions Questionnaire (MFQ; Scandura & Castro, 2004).
The MLQ is designed as a full range model for use in assessment of transformational
leadership. The MFQ is designed to evaluate mentoring effectiveness and range. The
data were downloaded and scored according to the methodology prescribed in the MLQ
and MFQ scoring manuals. Scoring included calculation of averages and categorization
of thematic traits of transformational leadership was indicated by scoring.

64

Survey participants were invited to an interview based on the order in which they
completed the surveys. Interviews were conducted at locations convenient for the
interviewees but within King and Kitsap Counties, Washington. The five interviews
lasted from 36 to 57 minutes, averaging 43 minutes.
Population
The purpose of this mixed-methods study was to identify and describe how
nonprofit organizational leaders of youth programs perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs based on
Bass and Riggio’s (2006) four transformational leadership qualities. This relationship
between a mentor and mentee is influential and in turn may inspire the mentee to adapt
leadership behaviors or be interested in leadership roles. Preparing youth for leadership
roles early in their careers is necessary to help communities work through the age chasm
in the workforce and the generational differences in motivation for work.
The population for this study was leaders of nonprofit youth programs in
Washington. Washington Nonprofits (n.d.) reported more than 50,000 nonprofit
organizations were in operation in Washington state. Given nonprofit organizations may
serve youth and adults, Washington Nonprofits (n.d.) also identified that 48 of those
50,000 self-identified their primary function was delivery of youth programs. The
leaders of those youth programs are individual employees or volunteers who take a
leadership role in working with youth in nonprofit organizations. These youth leaders
directly interact with, teach, influence, and mentor youth participants in programs and
activities at the nonprofit organization. It is their role to teach, administer programs,
provide resources, advise, and otherwise provide training and guidance to youth
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participants. The target population was identified as the 48 nonprofit organizations that
self-identified delivery of youth programs as their primary function.
Sample
The sample was determined by Claire Bishop, Principal of Barnacle Consulting,
an expert in evaluating Washington state nonprofit organizations for the purpose of
awarding grant funds on behalf of funding organizations. Ms. Bishop’s clients include
the Seattle Foundation, The Giving Practice, The Ford Family Foundation, and Safeco.
Ms. Bishop had proven expertise in evaluation of nonprofit organization youth programs.
Once the population of the approximately 50,000 members of the Washington Nonprofits
Organization was identified, those 48 nonprofit organizations with youth leadership
programs, who met four of the five criteria, were examined by Ms. Bishop to determine
the 15 nonprofits that comprised the sample. The criteria were:
•

The nonprofit organization was within a 60-mile radius of Poulsbo,
Washington

•

The nonprofit organization had an established youth program

•

There was evidence of the nonprofit organization leading a successful youth
program

•

There was evidence of obtaining grant funding to support the youth program

•

The youth leadership program operated for at least three years

The sample of 15 nonprofits identified by Ms. Bishop were emailed an invitation
to participate in the study. Demographic information was collected and verified the
nonprofit organization met the established criteria. Two instruments administered to the
15 participants, the MLQ and MFQ. The survey included an option for participants
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interested in providing an in-person interview to leave their contact information. A
sample of the respondents interested in being interviewed was selected and meetings
scheduled with the target equivalent of 20% of the respondent population.
Analysis of Data
The researcher separately analyzed data from the surveys and interviews,
presenting findings for research question. Findings from the qualitative interviews were
used to provide more context and depth in relation to the numeric findings from the
quantitative data. Analyzing the quantitative and qualitative data in relation to each other
provided more robust findings.
Summary of Responses to the Demographic Survey Questions
A demographic survey of leadership criteria that met the requirements of
participation was administered through Survey Monkey. Thirteen respondents gave the
following quantitative feedback on 14 questions. Nonprofit leaders were asked to
evaluate the leader in their organization who was responsible for youth programs.
Table 3 shows how the respondents perceived the importance of transformational
leadership qualities in mentoring youth in leadership programs based on Bass and
Riggio’s (2006) four transformational leadership qualities. The four qualities examined
in this study were idealized influence, inspirational motivation, intellectual consideration,
and individualized consideration.
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Table 3
Summary of Responses to the Demographic Survey Questions

I consider this person to be a
strong leader.
Participants admire this
leader.
Participants trust this leader.
Participants respect this
leader.
Participants are challenged in
a positive way to improve by
this leader.
This leader motivates
participants to exceed
expectations.
This leader inspires
participants.
This leader encourages
innovation in participants.
Creativity is a key trait of this
leader.
Intellectual stimulation and
questioning is a core
component of the leadership
style.
The leader can adapt their
supportive style to the needs
of individual participants.
Participants are stimulated
through encouragement from
the leader.
Feedback is received that the
leader is an inspiration to
others.

Strongly
Disagree
n
%

n

%

n

%

n

%

1

7.69

0

0.00

0

0.00

4

30.77

8

61.54

2.6

1

7.69

0

0.00

1

7.69

5

38.46

6

46.15

2.6

1

7.69

0

0.00

0

0.00

7

53.85

5

38.46

2.6

1

8.33

0

0.00

1

8.33

5

41.67

5

41.67

2.4

1

7.69

0

0.00

1

7.69

8

61.54

3

23.08

2.6

1

7.69

1

7.69

2

15.38

4

30.77

5

38.46

2.6

1

7.69

0

0.00

0

0.00

9

69.23

3

23.08

2.6

2

15.38

0

0.00

4

30.77

2

15.38

5

38.46

2.6

1

7.69

1

7.69

2

15.38

4

30.77

5

38.46

2.6

1

7.69

0

0.00

1

7.69

3

23.08

8

61.54

2.6

1

7.69

0

0.00

2

15.38

3

23.08

7

53.85

2.6

1

7.69

0

0.00

1

7.69

7

53.85

4

30.77

2.6

1

7.69

0

0.00

0

0.00

9

69.23

3

23.08

2.6

Disagree

Neutral

Agree

Strongly
Agree
n
%

Mean
M

The researcher collected and analyzed survey data to draw conclusions about how
respondents relayed their perception of the importance of transformational leadership in
their work. Analysis of the data showed respondents perceived transformational
leadership traits with high value. Each mean score for the four traits of tranformational
leadership ranged from 3.83 to 4.67 where 3 = Sometimes, 4 = Fairly Often, and 5 =
Frequently, If Not Always. The mean scores indicate respondents who are successful
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nonprofit leaders of youth programs perceive the importance of transformational
leadership qualities as present in their work fairly often. The survey results validated that
successful nonprofit organizational leaders of youth programs perceive Bass and Riggio’s
(2006) four transformational leadership qualities are important in their work.
Interestingly, survey results indicated a singular participant may not have accurately read
the instructions for how to use the scale for scoring or help a negative view of the youth
program leader. There is a consistent score of 1 (Rarely or Never) that skewed the data.
For this analysis, that score was excluded and the mean was based on responses of the
remaining 12 respondents.
Results for the Multifactor Leadership Questionnaire
The MLQ (Bass & Avolio, 2002) was administered through Survey Monkey to
the 13 respondents who met the study requirements. The MLQ is designed as a full range
model for use in assessment of transformational leadership. Appropriate licensure was
obtained by the researcher to utilize the tools. Table 4 represents the average MLQ scale
scores along with their ranking order.
Table 4
Results of MLQ
Mean
4.00
4.38
4.04

Idealized influence
Idealized behaviors
Inspirational motivation
Intellectual stimulation
Individual consideration
Contingent reward
Management by exception (passive)
Management by exception (active)
Laissez-faire

3.71
4.13
3.82
2.21
2.65
1.79
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Rank
4
1
3
6
2
5
8
7
9

Bass and Avolio (1993) outlined specific attributes and behaviors for each of the
transformational leadership qualities in the scoring key and manual for the MLQ, as
licensed through Mind Garden, Inc. The researcher scored the results of the MLQ,
revealing that respondents aligned most strongly with the transformational leadership
qualities of idealized influence, idealized behaviors, inspirational motivation, and
intellectual stimulation.
Idealized influence is demonstrated by leaders who are trusted and respected by
their followers. Followers are inspired to behave like the leader, typically showing
behaviors guided strongly by ethics, values, or principles. Leaders typically place the
needs of followers above their own. Idealized behaviors are shown by leaders when they
speak about their values and beliefs with followers, focusing specifically on strength of
purpose and the moral or ethical consequences of decisions. Inspirational motivation is
demonstrated when leaders influence and encourage followers in a way that arouses team
spirit and a desire to achieve the mission. The leader enthusiastically paints a desirable
future, so followers desire to make it a reality with confidence they can achieve their
goals. Intellectual stimulation is the result of a leader’s efforts to encourage creativity
and innovation in solving problems or approaching the status quo. Followers trust a safe
space is created for exploring options and ideas and they are encouraged to contribute
their thoughts and plans, diving deeply into examining problems and opportunities from
many different angles.
Results for the Mentoring Functions Questionnaire
The MLQ (Scandura & Castro, 2004) was administered through Survey Monkey
to the first five respondents of the MLQ. The MFQ is designed to evaluate mentoring
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effectiveness and range. Respondents scored themselves on a Likert scale that ranged
from 1 = Strongly Disagree to 5 = Strongly Agree. The results are shown in Table 5.
Table 5
Results of MFQ

R1
4

I take personal interest in the success of my
students completing their program.
I helped my students to coordinate goals.
I devoted special time and consideration to
my students.
I helped my students work through personal
problems.
I exchanged confidences with my students.
I considered my students to be friends.
I observed my students trying to model my
behavior.
I have the ability to motivate my students.
My students respected my ability to teach.

4
4

Respondent
R2
R3 R4
5
5
5
4
5

4

R5
5

M
4.8

4
5

4
5

4
5

4.0
4.8

5

5

5

3.8

4
4
4

4
2
4

3
2
3

2
3
4

2
3
4

3.0
2.8
3.8

4
4

5
5

4
5

4
4

4
4

4.2
4.4

Scandura and Castro (2004) categorized the MFQ questions into three themes with
attributes. The researcher categorized results in the themes of the MFQ and listed the
attributes of the themes.
Theme 1: Career support. The respondents evaluated how they each aligned
with questions that ranked their commitment to student success through their personal
engagement in guiding growth in academics or advancement. Respondents scored the
strongest in this theme, as evidenced by mean scores of 4.8, demonstrating most
commitment to student success in reaching goals. Career support was characterized by:
•

Taking personal interest in career/academics

•

Helping students coordinate goals

•

Devoting special time and consideration to student goals/career/academics
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Theme 2: Mentorship modeling. The respondents evaluated how they each
aligned with questions that ranked their success in mentoring students. This was the next
highest scoring theme, with some significant range in responses demonstrating either lack
of confidence in their mentorship role or programmatic misalignment with a mentorship
role. Mentorship modeling was characterized by:
•

Observing students modeling their behavior

•

Motivating students and feeling admired for this

•

Feeling respected for their ability to teach students

Theme 3: Psychosocial support. The respondents evaluated their effectiveness
regarding the interrelation of social factors and individual thoughts and behavior of
students. This theme was scored lowest by respondents. This could indicate some of the
attributes of the theme countered safe practices related to teaching youth or as adults they
were less relatable to their youth participants. Given the characteristics related to
psychosocial support, it could be assumed:
•

Students did not share personal problems with them as a mentor

•

Students did not confide in them as a mentor

•

Students did not consider the mentor to be a friend

Findings for Research Question 1
Research Question 1 was: How do nonprofit organizational leaders of youth
programs perceive the importance of idealized influence in mentoring youth in leadership
programs? Idealized influence is demonstrated by transformational leaders when their
behaviors result in becoming role models for their mentees. Relationships are built on
trust and respect is established, and the leader may even be admired. Mentees emulate
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these leaders. The first five respondents of the MLQ were invited to take the MFQ and
participate in interviews. The researcher organized responses into key themes based on
analysis of key phrasing and concepts stated in the interviews.
Theme 1: Positive impact on students. Interviewees expressed they were
respected and even admired by participants. Feedback was shared with the researcher
about the impact leaders had on students. Participant A expressed, “I am always their
Director. I hear regularly from their current directors that they were trained by me and
know what I expect them to do in that theatre.” Participant A shared this parent feedback
from an anonymous evaluation survey,
How can you ever truly express or convey how much impact you see a person
having on a child? Chloe’s life is not always easy, which is why as the auntie I
step in to do what I can, such as these theatre camps. She loves theatre, loves
these camps, loves being busy, loves the people she meets, adores [leader] and
I think is a bit starstruck by her. Even though she is quite tired at the end of
each day all she does is talk about how amazing her day was. And it isn’t just
during camp; she talks about it all year long and always asks when she can go
to camp again. While I know you all have made a difference in so many kids’
lives, I see what you do/have done for the most important one in mine, and all
I can say is thank you from the bottom of my heart... I believe she gets
happiness and confidence there. Sometimes she can get loud and goofy, but
that is her insecurity showing, I hope she doesn’t do that too much there. It is
so wonderful to see her on stage, saying her lines and singing songs. It fills
my heart with joy and thanks.
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Participants B and C expressed similar commitments to students and the drive to
create a safe, positive experience for the students, which would drive them to return and
grow in confidence and skill development offered by their programs. Participant C
stated,
Students identify this camp as a priority repeat experience. I appreciate the
educational aspects are impactful and that the fun is not the sole goal of the
camp. I have always felt like my students are learning skills in a great,
supportive environment.
Participant D expressed regularly that her training was learned on the job as she
developed her program and she mostly drew on experiences she had with mentors who
impacted her when she was a youth participant. She had no special training to provide an
educational program, just a desire to fill a need in the community. She planned to use the
experience to write a blog or guide on how to set up a program as part of her freelance
writing career, thinking the youth director role would be a one-time summer job. The
relationships established with her students led to a complete career shift and youth
leadership is now her fulltime work. Participant E also was touched by the impact on the
students, stating,
Watching the amazing growth of the kids, being able to watch the show I
helped direct is rewarding beyond any experience I have had in my career
before this job. Meeting the families and hearing the pride they took in their
children and how thankful they were to the program as a whole is the most
amazing job evaluation I could have. Being part of a friendly, positive, and
wholesome work experience drives me to improve this program every year.
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Theme 2: Frustration with lack of board member interaction. All five
interviewees expressed varying, yet consistent frustration with what was described as
lack of support or interaction from the nonprofit organization board members. There was
a consistent relationship with a liaison board member by each interviewee. Outside of
this liaison, there was little to no interaction with other board members for programs the
nonprofit regularly expressed were foundational to the missions of the organization. The
interviewees felt marginalized by this lack of interaction. Participant A expressed this
lack of support was also felt by students and evidenced in feedback from program
participants or parents of participants. The organization is a community theatre. Board
members have much more interaction in regular performances on the nonprofit’s general
season, yet they do not attend performances of the youth programs, despite the program
accounting for more than 75% of the organization’s annual income. Participant A
expressed,
If it weren’t for the kids and parents, I would have no specific connection to
this theatre at all. I could do this work from anywhere, and I have thought
about it. This program is my baby, and we are raising great kids here! Why
doesn’t the board celebrate with me? What are they doing to support me?
Findings for Research Question 2
Research Question 2 was: How do nonprofit organizational leaders of youth
programs perceive the importance of inspirational motivation in mentoring youth in
leadership programs? Inspirational motivation reflects leaders who demonstrate mentees
have confidence in their leadership. It may also inspire motivation among mentees to
accomplish tasks or goals. Some indicators of inspirational motivation may include a
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leader with the ability to clearly state the vision and mission, articulate expectations and
goals, and show commitment to achieving the goals. The first five respondents of the
MLQ were invited to take the MFQ and participate in an interview. The researcher
organized responses into key themes based on analysis of key phrasing and concepts
stated in the interviews.
Theme: Setting clear goals and measurable outcomes. All the interviewees
expressed the critical need to have a kickoff meeting and train their employees or
volunteers for the program. The central theme revolved around creating clear and
understandable goals for the program that could rally and unite them in their efforts.
Participants A, B, and C required staff members to participate in an orientation
process. Participant A described in detail the orientation process she developed over
years in her role. She requires all interns and staff members to attend two full days of
training. She created a team building experience centers on change management, without
having the specific vocabulary or facilitation training in this area. She offered this
explanation about why the orientation is so important:
At camp, we are all educational professionals running the highest quality
business with a stellar reputation and strong ethics. This is built on
foundational policies of equity and respect for all: staff, volunteers,
participants, parents. This is a matter of striving for social justice in how we
run our program, not just a solid set of business practices. At camp, no one is
judged permanently for a poor decision or action… Take into account that we
work with kids, and the need for tolerance, training, coaching, and utilizing
teachable moments is amplified tenfold. At camp, everyone gets a clean slate
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every year… As a kid, participant, or intern makes a less than ideal decision,
they may suffer a consequence. Those consequences may result in action or
expulsion. We have had to terminate the participation of several campers over
the years. Each was embraced back and given a new chance the next summer.
Many were greatly improved. Some had barriers to improvement and did not
stay as long as they wished. In all cases, they succeeded or failed on their own
merit and by their own decisions. Likewise with interns. They all have the
same expectations. They have a more formal system of accountability and
their lead tracks their progress. We have yet to let anyone go but there have
been many coaching conversations… This means a lot of caring, a lot of love,
because we are all growing and changing, and each time we come together it
is different. It’s like cultivating a magical garden. It takes care and feeding,
and maintenance and attention. It can look different every day because it is
organic and always moving and shifting. And it is beautiful and grounding, it
feeds us all. It’s the most amazing work I’ve ever done.
Participant D also shared about setting clear goals, but from the perspective of a
youth director who accepts a set of goals developed by the organization’s Board of
Directors. She explained sometimes their direction seems almost contradictory. Upon
review of the Board’s goals for her program, Participant D determines which goals are
hers to personally execute, then delivers a hybrid set to her staff. She shared,
I have watched the board over the past five years really shift on their goals for
the youth program. It felt at first that they were looking for ways to kill it, then
after three years of great profit, increased attendance, and excellent
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community reputation, they shifted to wanting to control it. I feel like I have
come into my own, and I’m more comfortable pushing back and negotiating
the goals. If I don’t, there are some board members that openly admit to being
type A control freaks. I have to encourage them through our feedback on
success that while they may have started out needing total control, they can
relax and let things happen, because we will deal with them. That’s something
that happens with confidence and repetition and trust in one’s staff. This
program is amazing and I think it’s even more amazing that we are able to do
this with so little money and pay for the outstanding staff. They must get
something else of phenomenal intrinsic value or they wouldn’t do this work.
Participant E conducts a session prior to each program where the staff set ground
rules and goals for that particular program. She expressed that student dynamics can shift
dramatically for each of the two-week long workshops. Her group sets goals for teaching
before the workshop and discusses how they will measure outcomes. She also requires a
staff meeting and check-in after day three of each session. This is where staff can assess
if the goals still make sense with the dynamics of the students. Where needed, they can
add more specific goals for individual students or groups. When necessary, they may
include families in support of meeting a student’s specific goals.
Findings for Research Question 3
Research Question 3 was: How do nonprofit organizational leaders of youth
programs perceive the importance of intellectual stimulation in mentoring youth in
leadership programs? Intellectual stimulation is achieved by leaders who encourage
innovation and creativity. These leaders may also focus on mentee development of
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problem-solving skills and complex strategic planning. These leaders spark the creative
juices and bring focus on innovation and imagination to work through challenges and
obstacles, including flexibility and perseverance in exploring solutions. The first five
respondents of the MLQ were invited to take the MFQ and participate in an interview.
The researcher organized responses into key themes based on analysis of phrasing and
concepts stated in the interviews.
Theme: Establish opportunities for leadership. All participants clearly
expressed one of the tenets of their program was creation of leadership opportunities for
staff, students, or both. Many of the youth program leaders used a curriculum that
includes leadership development. They all expressed that development of leadership
skills was one of the key outcomes for their programs. Participant B shared a piece of
feedback she received from an intern who worked in her previous workshop as part of her
performance evaluation that said,
Love her and everything she did for the camp so much. A forceful personality
which is slightly intimidating at times to the interns but amazing. A lovely
delight to be around, as well as a huge inspiration and role model to me
personally even in these few short weeks. She gave me the opportunity to
teach the history behind my favorite book. I got to drive our theme for the
day, determine how best to discuss the social unrest, the history, and the
culture of the time. We even looked at how people dressed then. She listened
to my ideas and told me to go for it. I don’t think I will ever forget the feeling
of being treated like an experienced professional instead of a useless teenager.
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Participant C typically works alone, but shared a rewarding experience of having
an intern administrator recently join her program, saying,
Watching her with the kids was a site to behold —she is a pied piper. The
connection with the campers and families is incredibly dynamic. She had great
relationship with students. Working with her to bring her teaching ideas to
life made my role even more rewarding.
Participants D and E focused the creation of leadership opportunities within their
programs on students. The models were similar: group work that encouraged a leader
role in modules on a rotating basis. The youth leaders expressed it was important for the
groups to experience different leadership styles and work as teams to support the shifting
leaders, as well as to provide the opportunity for the students to experience leadership
and the responsibility that goes along with it. The youth leaders would evaluate and
encourage the students in both their leadership and team member roles so they could
grow in each, based on the constructive criticism given. Both Participants D and E
expressed they regularly received positive feedback from students’ families about how
impactful the program is on the students in other areas of their lives – especially school.
The programs typically increase student confidence and many are no longer shy about
speaking publicly.
Findings for Research Question 4
Research Question 4 was: How do nonprofit organizational leaders of youth
programs perceive the importance of individualized consideration in mentoring youth in
leadership programs? Individualized consideration is the personal touch brought by
leaders to their relationship with their mentees. It is measured by their attention to the
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detailed needs of mentees, including their commitment to individualized coaching or
mentorship. Leaders may also be successful if they are good listeners. Empathy is a trait
that may be attributed to leaders practicing individualized consideration. The first five
respondents of the MLQ were invited to take the MFQ and participate in an interview.
The researcher organized responses into key themes based on analysis of phrasing and
concepts stated in the interviews.
Theme: Individual long-lasting mentorship. A strong theme from all interview
participants involved storytelling about students who became lifelong mentees,
colleagues, or friends. These youth leaders created mentorship models that are making
transformational influences in the desire of mentees to build up others, and the mentees
are in turn becoming mentors to youth in their circles of influence. In reviewing
documentation provided by Participant A on her program, one testimonial said:
My daughter is learning valuable skills for her future, including speaking in
front of an audience and public presentation. She could barely talk in front of
a class when she started camp, and now she just acted, sang, and danced in
front of a sold-out house of 200 people! I can’t believe that my daughter could
be so well supported that she would try this. And she is teaching what she
learns to her siblings and neighbors. I loved how much my daughter loved
being there. This was the best experience!
This student returned for four more summers of camp, then became an intern.
After two summers of internships, she earned a teaching assistant role. The following
summer she became an art instructor and completed her second summer teaching in this
role. She plans to continue while she can take summers to do the work on break from
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college, at least two more years. Participant A stated this outlined the dream she always
had for building the program.
Participants B, C, D, and E expressed similar feelings of connection to specific
students who had an affinity for the content of the program and a desire to become more
committed in the relationship with the youth director. Typically, these relationships were
developed outside of the program as part of their other work or role with the organization,
as their programs did not include a formalized mentorship model. Participant C stated,
This program is very important for our growth and development as a
community. My personal belief is that the program needs to be a top priority
and guarded by the library. It is a huge draw to kids in the area and the
benefits they receive from working with us are infinite and almost
immeasurable! I am astounded by all the wonderful things we created as a
team and I would love to see that same work environment cared for and
cultivated. A treasure such as this one is too good to waste.
Participant D shared,
It is a great experience for kids! They get to learn a lot of how and what it
takes to put a team together and play successfully. When they come year after
year, they are given increasing responsibility in their positions; they are still
challenged to learn more on and off the field. Sports don’t happen without
organization and administration. They do this. They take pride in it, they are
trusted and encouraged.
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Summary
Chapter IV presented the results from this mixed-methods study. The purpose of
this study was to identify and describe how nonprofit organizational leaders of youth
programs perceive the importance of transformational leadership qualities in mentoring
youth based on Bass and Riggio’s (2006) four transformational leadership qualities. The
results of the survey and interviews demonstrated leaders of successful youth programs
instinctually demonstrated the qualities of transformational leadership in their work.
They made a difference in the lives of their participants and the communities they
supported. Quantitative data from surveys was scored and presented and qualitative data
gleaned from five interviews was coded and presented.
Chapter V further summarizes the study. It provides descriptions of the major
findings from the study, unexpected findings, and conclusions. The chapter concludes
with recommendations for further research and final remarks from the researcher.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
This mixed-methods study examined the experiences of nonprofit organizations’
youth program leaders to determine the presence of transformational leadership qualities
in their approach to providing leadership to youth programs. This chapter summarizes
conclusions drawn from the study and offers thoughts for additional research.
The purpose of this mixed-methods study was to identify and describe how
nonprofit organizational leaders of youth programs perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs based on
Bass and Riggio’s (2006) four transformational leadership qualities.
Research Questions
The four research questions guiding this study were:
1. How do nonprofit organizational leaders of youth programs perceive the
importance of idealized influence in mentoring youth in leadership programs?
2. How do nonprofit organizational leaders of youth programs perceive the
importance of inspirational motivation in mentoring youth in leadership
programs?
3. How do nonprofit organizational leaders of youth programs perceive the
importance of intellectual stimulation in mentoring youth in leadership
programs?
4. How do nonprofit organizational leaders of youth programs perceive the
importance of individualized consideration in mentoring youth in leadership
programs?

84

Population
The population for this study was leaders of nonprofit youth programs in
Washington. Washington Nonprofits (n.d.) identified more than 50,000 nonprofit
organizations in operation in Washington state. Of these nonprofits, 48 self-identified
their primary function as delivery of youth programs. The target population was
identified as the youth program leaders of the 48 nonprofit organizations that selfidentified delivery of youth programs as their primary function.
Sample
The sample was determined by Claire Bishop, Principal of Barnacle Consulting,
an expert in evaluating Washington state nonprofit organizations for the purpose of
awarding grant funds on behalf of funding organizations. Ms. Bishop determined the 15
nonprofits that comprised the sample. The inclusion criteria were:
•

The nonprofit organization is within a 60-mile radius of Poulsbo, Washington

•

The nonprofit organization has an established youth program

•

There is evidence the nonprofit organization leads a successful youth program

•

There is evidence of obtaining grant funding to support the youth program

•

The youth leadership program has operated for at least three years

The sample of 15 nonprofits identified by Ms. Bishop were emailed an invitation
to participate in the study. Demographic information was collected and verified the
participating nonprofit organization met the inclusion criteria. Two survey tools were
administered to the participants through Survey Monkey, the MLQ and MFQ. The first
five survey respondents to the MLQ were invited to participate in an in-person interview.
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Major Findings
After data collection was completed and the results analyzed, the researcher used
the data to draw conclusions based on the information collected. The researcher further
aligned the conclusions with the literature reviewed in chapter two of this study. The
findings are offered as follows.
Finding 1: Passion for the work. The quantitative data indicated participants
reflected strongly on the success of their performance in their leadership roles.
Qualitative data further supported that participants were greatly satisfied with their work
to the level of expressing strong passion for their work. This was expressed through
statements about positive and lasting impacts on staff, volunteers, and students, and in
bringing critically needed programs to communities. Materials provided clearly showed
participants dedicating significant hours above and beyond those for which they were
paid. This further supported that their roles brought them satisfaction and fulfillment to a
level of self-actualization and joy from their work.
Finding 2: Mentorship models. Four of the five participants interviewed shared
work models for their programs that heavily and predominantly featured a system of
mentorship for youth to develop into roles of responsibility through their work in the
program. The application and length of time of these models were varied and adapted to
the specific organizational structure and culture involved. These models were as simple
as rotating leadership activity among students to coaching each child in effective team
skills, and to the long-term commitment of a theatre camp program that afforded students
the opportunity to grow from participant, to intern, to assistant, and to instructor over the
course of many years.
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Finding 3: Student satisfaction. The qualitative data showed participants spoke
to a high level of student satisfaction. Reviews of feedback materials provided by some
participants further supported that students, and their parent or guardian who answered
satisfaction surveys, were highly satisfied with student’s progress and results, and they
were enthusiastic about the program. Many students repeated participation for multiple
sessions. The programs varied greatly in size, complexity, and length of time, so trends
about program duration could not be determined. All participants focused on delivering
programs at a length, time, and frequency that best served their target communities.
Although students were initially drawn to the specific nonprofit program because of
personal interest, data supported that high rates of return were due to the efforts of the
program leaders and their inadvertent transformational leadership practices, particularly
in relation to idealized influence and inspirational motivation. Consistent qualitative
evidence showed students looked up to the youth nonprofit leaders and they were
regarded as true mentors. Students wanted to emulate the leaders. As students continued
participating, they exercised the skills they observed, gaining more confidence as they
practiced. This cycle of mentee development contributed to satisfaction and
demonstrated the transformative leadership of the youth nonprofit leader.
Finding 4: Family engagement. Four of the participants spoke directly to
families of students becoming involved in programs, and another participant made
implied statements about family engagement in the program. Artifacts also supported
that families were interested in volunteer opportunities, offered help for various aspects
of the program, and appreciated the commitment to strong and regular communication.

87

In fact, families of students were interested in expanding their support to the broader
efforts of the nonprofits, going beyond the specific support of the youth program.
One participant described the participation of families attracted to the nonprofit
by their student’s experience as an essential survival strategy of the nonprofit’s business
plan. The family volunteers were the core of the Board of Directors and other key
leadership roles in the organization, inspired to serve where their children were happy,
providing evidence of inspirational motivation through a circle of influence. Although
this participant explained the volunteer base would turn over approximately every four
years, which matched the average life cycle of their student base; they developed their
processes and turnover to support this refreshment cycle.
Finding 5: Equity. Four of five participants spoke to a focus on serving the needs
of the particular communities in which their nonprofit served. The community needs
were varied, such as all-day summer care, after school care, access to educational
materials and programs, access to computers and the internet, nutrition, and training for
employment readiness. Data demonstrated a commitment to creating and maintaining
affordable programs for participants. Many of the leaders expressed tuition models based
upon subsidized daycare rates as a baseline, with a commitment to finding sponsorships
and grants that would bring participant costs as low as possible. There was also mention
of needs-based scholarship opportunities in three programs, a work-study model in
another, and another utilized a flexible payment plan system.
Qualitative data also strongly supported that the nonprofit organizations were
nimbly working with community members on exploring race and social justice work in
their communities. All participants passionately spoke to historic discrimination against
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indigenous or people of color in their communities and that their programs had a specific
focus on inclusion and diversity. Two participants were beginning to explore anti-racist
work and how quickly it could be incorporated into curriculum. This demonstrated deep
commitments to equity.
Unexpected Findings
The researcher drew two conclusions that were unanticipated after collecting and
analyzing data. The first surprising finding was the low MFQ scores in mentorship as
answered by the participants; however, data were only collected from five participants.
Upon further examination of the questions and meanings of the scores, it was concluded
the finding was consistent and appropriate due to the fact that, as leaders of youth
programs, participants would not seek, maintain, or have a trusted interpersonal
relationship with students. The MFQ was best utilized for analyzing adult relationships,
not for use with a teacher and student relationship if the students are minors.
The second unexpected finding was that participants demonstrated a clear and
driven commitment to fostering life skills in students. The programs represented were
diverse, yet all participants expressed providing a safe environment in which to allow
students to grow and develop skills that would serve them well in life, not solely in the
program. These included public speaking, team leadership, creative problem-solving,
budget management, job skills, curriculum development, and interacting with a Board of
Directors. The participants consistently shared feedback demonstrating a commitment
beyond idealized influence or inspirational motivation; rather, these leaders were
extending an almost parental dedication to raising great, confident kids who could
contribute to their communities. It was further concluded this may be one of the most
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valuable contributions made to communities served by the nonprofits, especially as not
all students had a support system or mentor in their home life. Providing a crucial outlet
and a transformative experience through celebration of a student’s talents embodied the
efforts of the nonprofit organizations.
Conclusion
Based on the research findings of this study and the literature review that
preceded it, it was concluded that leaders of nonprofit youth programs are practitioners of
transformational leadership. Analysis of the data collected through the MFQ, MLQ, and
interviews showed strong support for and a relationship with the themes of
transformational leadership, which were present in the leadership of participants.
Idealized Influence
Idealized influence is demonstrated by transformational leaders when their
behaviors result in becoming role models for their mentees (Bass & Riggio, 2006). A
relationship built on trust and respect is established, and leader may be admired.
Idealized influence was demonstrated by participants through behaviors that resulted in
becoming role models for their students and other mentees, volunteers, or employees.
Evidence was provided for the existence of relationships built on trust and respect. Data
supported that the participants earned the admiration of students and mentees, and
modeled the behaviors based on their coaching and shared lived experiences.
Inspirational Motivation
Inspirational motivation is reflective of leaders who demonstrate that mentees
have confidence in their leadership (Bass & Riggio, 2006). It may also inspire
motivation in mentees to accomplish tasks or goals. Some indicators of inspirational
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motivation may include the ability to show clarity in the vision or mission, articulate
expectations or goals, and show commitment to achieving the goals or vision.
Inspirational motivation was reflected in the data, which showed mentees had
confidence in the youth program’s leadership. Participants provided evidence they had
inspired motivation in mentees to accomplish tasks or goals. This evidence included
feedback statements demonstrating a clear ability to lead a team to reach program
objectives, create critical work and deliver it, establish excellent lines of communication
with various critical audiences, and embody commitment to achieving the goals or vision
of the program’s objectives.
Intellectual Stimulation
Intellectual stimulation is achieved by leaders who encourage innovation and
creativity (Bass & Riggio, 2006). These leaders may also focus on developing mentee
problem-solving and strategic planning skills. Intellectual stimulation was demonstrated
as participants encouraged innovation and creativity. The participants demonstrated a
focus on mentee problem-solving skills, work management, adherence to meeting
deadlines, and outcomes with little budget, supplies, or resources. These leaders were
proven in their skills to spark creative juices and bring focus on innovation and
imagination. Many of the leaders worked through significant challenges and obstacles
with the nonprofit employer and relied on flexibility and perseverance in exploring
solutions.
Individualized Consideration
Individualized consideration is the personal touch brought by leaders to their
relationship with mentees (Bass & Riggio, 2006). It is measured by their attention to the
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detailed needs of mentees, including their commitment to individualized coaching or
mentorship. Data supported the consistent presence of individualized consideration in
participants as shown through their personal commitments in relationships with mentees.
Considerable time was invested in meeting the needs of mentees, including committing to
individualized coaching or mentorship, listening to what they had to say, and helping
coach mentees to reach their goals. Participants were committed to the success of
mentees, demonstrating empathy, sometimes to the point of seeming empathic, and
having an almost psychic understanding of how to best support the mentees.
Implications for Action
Implications for action were informed by the extensive literature review and data
collected from study. Four implications for action emerged regarding actions nonprofit
organizational leaders of youth programs could take to change perceptions of the
importance of transformational leadership qualities in mentoring youth in leadership
programs based on Bass and Riggio’s (2006) four transformational leadership qualities.
Implication 1: Nonprofit Youth Leaders did not need Formal Training in
Leadership Theory to be Successful in Mentoring Youth
Of the five nonprofit youth leaders interviewed, only one mentioned having
significant education or training in leadership. Another mentioned taking a half-day class
offered by a former employer. The primary drivers for these successful leaders in
teaching leadership came from life experience in teams-based work or volunteer
scenarios, then looking to recreate the positive outcomes of those experiences. Some of
the materials utilized to formulate lesson plans, or inform program development, included
leadership development advice from others; however, the leaders did not focus much on
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these texts. Most of the research done and applied formally in their work related to
seeking Board of Director approval and in fiscal management of nonprofit programs.
Implication 2: Nonprofit Organizations did not think their Youth Participants in
Leadership Programs would utilize those Skills more Broadly in their Communities
The data in this study demonstrated that nonprofit youth leaders were primarily
focused on the organization for which they were working and the specific outcomes of a
program, workshop, or other unit of measure specific to the program. Although there
was general awareness that transformational leadership had a broader impact on the youth
participants and they may apply skills learned in the program to other areas of their lives,
there was no evidence the organizations were exploring or measuring impacts on the
broader community.
This may be an unintended result of the organization-specific silo into which
these nonprofits cocooned within their communities. The organizations were so focused
on delivering their mission and vision to their community, there was evidence showing
alignment within communities for coordination to reach higher levels of success or
effectiveness. These nonprofits were not generally pursuing cooperative grants, even
when their programs were incredibly similar in purpose and structure. This behavior
extended to fundraising. When most communities saw decreased charitable giving, the
expense and effort of producing multiple fundraisers within communities with smaller
budgets to support the organizations, community nonprofits should find opportunities to
better coordinate to reduce operating costs and reduce volunteer fatigue.
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Implication 3: Nonprofit Organizational Leaders of Youth Programs Expressed
Greater Satisfaction with more Direct Interaction with Students
Nonprofit youth leaders are passionate about their work, as demonstrated in the
study results. Respondents who had more direct interaction with youth participants also
expressed thoughts and experiences indicating job satisfaction at rates more consistent
than respondents who had a role managing volunteers or other staff members.
Implication 4: Financial Solvency of the Nonprofit Organization and its Impact on
the Youth Leadership Program Created Stress for Youth Program Leaders
All respondents were frustrated with the relationship their program had in regard
to the financial health of the entire nonprofit organization. The leaders were dedicated to
their programs and feared the Board of Directors could change or impact their program
based on the financial health of the entire organization. They would prefer the Board find
a way to better protect or grow the youth program, especially given the success of the
programs and the criterion of obtaining grant funding to be included in the study.
Nonprofit youth leaders were resentful their budgets were not guaranteed or preserved.
The programs were at risk if the nonprofit organization experienced any issues with
solvency. This often impacted their ability to make longer-term employment
commitments to the nonprofit or would cause regular anxiety.
Recommendations for Further Research
Based on the findings of this study, the following areas are recommended for
further research.
Focus on specific communities consistently, such as targeting a mean income
ratio for a geographic region and examine the nonprofit youth leaders serving a specific

94

area and demographic. Referencing the geographic regions through established areas
defined by the U.S. Bureau of Labor Statistics for the Consumer Price Index (CPI) would
be a consistent and referentially reinforced option. This would help to examine if
funding is impacting the recruitment and retention of transformational leaders.
Focus on specific genres of nonprofit services based on grouped demographics.
Different hobbies and interests attract different people and traits. Examine how variables
in the transformational leadership skills of youth nonprofit leaders may be applied to
lines of service such as performing arts, sports, religious organizations, or homelessness
outreach. This perspective may lead to a more focused analysis of leaders across a genre,
rather than introducing factors of the success of an organization or popularity of a
program in a community as a mitigating factor in the success of the youth leader.
Discontinue use of the MFQ tool in quantitative data collection when examining
the mentorship between adults and youth. The MLQ provided a helpful framework and
thorough self-evaluation of the leadership skills of participants tied to transformational
leadership. The MFQ focused on the establishment of a mentor/mentee relationship and
its success. This information was not essential for the scope of data collection for this
study. The researcher could create a data collection tool that would provide more direct
input on the outcomes of the mentor relationship and its importance to the youth leader.
Replicate the study using different criteria for the target population of nonprofit
youth programs. Relying on email addresses from a website database with information
provided and updated through volunteer means gave a lot of inaccurate information and
created many challenges in reaching organizations. Ms. Bishop was able to provide the
most reliable contacts for organizations that met criteria for participation. If a duplicate
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study is conducted, it is imperative for timely data collection that the researcher have and
maintain a contact at each participant organization. Email contact and phone calls are
essential to encouraging completion of the survey tools.
Replicate this study in programs focused on transformational leadership skills in
different participant age demographics. This would allow one to explore if part of the
success of the program leader may be related to generational traits.
Enlarge the study to include input from participants or a family member that can
reach age of consent per IRB recommendations. Informative feedback from program
participants was invaluable to show alignment to the four themes of transformational
leadership. Including this as a data set would bring additional depth to the analysis.
Concluding Remarks and Reflections
Few organizations have proven to offer greater growth, value, and positive
cultural influence than nonprofit organizations. Formed to provide critical services in
partnership with a government that cannot be as nimble, focused, or effective, nonprofit
organizations are lifelines for meeting community needs. After a life-altering medical
emergency as a young teen, I had to shift my energy from sports to a less risky hobby.
My life was forever changed when I started volunteering at my local community theatre.
The experiences at that theatre, and further volunteer work as an adult with community
theatres, inspired this research project. I wanted to bring science to the equation in
examining what drives phenomenal nonprofit youth directors. Their influence and
mentorship are beyond critical at this time in our American communities. This study and
its impact felt urgent and essential.
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This study has been a rewarding experience. It allowed for critical academic
research to be done in an area that needed more empirical study and findings, as well as
provided plenty of surprises and pleasant challenges in administering the study. It has
inspired me to do more research on these topics and continue to help fill the gaps in
existing information.
I have proven that successful nonprofits that met specific selection criteria are
being led by practitioners of transformational leadership. The most critical impact of this
finding is that these leaders have the best opportunity to inspire incoming generations —
Millennials, Gen Z, and Nexters – toward pursuing leadership roles that will outnumber
their ability to fill due to population gaps. The demand for leadership is greater than the
supply, and the chasm will get wider before it begins to close. Emerging
transformational leaders will be a glimmer of hope for many nonprofits to survive. This
has become even more evident as I concluded writing this study during the coronavirus
pandemic of 2020. With budgets frozen or declining, and communities exponentially
needing greater assistance, nonprofits are needed more than they have ever been while
facing dwindling income and volunteer base. Transformational leadership may be a key
to their survivability, encouraging and inspiring a new generation of volunteers to
continue to creatively and impactfully deliver critical services.
Nonprofit organizations have the unique ability to engage youth in areas where
they already have an interest or passion for the work being done. Leaders do not have to
contend with first attracting or engaging a participant; they have interested and willing
participants as a baseline. These transformational nonprofit youth leaders created
containers for growth where the participants experienced the psychological safety to be
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creative and innovative in their growth and development. This research demonstrated
that participants also felt safe to be vulnerable, providing the catalyst for participants to
pursue opportunities without fear of failure or adverse emotional impact. This is where
intellectual stimulation and individualized consideration have significant influence. The
leaders are creating space for participants to find joyful work, where the brain becomes
highly stimulated and releases chemicals that support feelings of happiness and
satisfaction. It is this type of satisfying experience that motivates participants to continue
to pursue growth. Transformational leadership simply feels good and provides a natural
high participants will chase through additional experiences. I hope this work leads to
additional anecdotal stories of successful youth experiences that are more diverse than the
myriad sports-related experiences American society regularly references. A team from
any of the nonprofit organizations I researched would make for fascinating storytelling
and I hope those stories are told more freely to wide audiences and celebrated.
My desired outcome for this study was that it inspires more research on how to
focus and infuse transformational leadership in the nonprofit sector. Specifically,
utilizing the untapped potential and skills of youth participants in leadership applications
provides benefits that will take a lifetime to measure. Tracking the trajectory of a mentee
through life successes would be incredibly rewarding research. This process represents
an incredible period of personal transformation and growth. It also represents significant
inspiration. I am humbled to offer this study as a snapshot in time of a critically needed
analysis. I am inspired to pursue additional studies to help communities become more
self-sufficient and resilient, and offer models that help us all support youth in being more
empowered, equitable, and galvanized than those before.
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APPENDIX B: INVITATION TO PARTICIPATE IN THE SURVEY
Danielle Priest
P.O. Box 1250
Poulsbo, WA 98370
drp_dissertation@yahoo.com
(360) 689-2897
Date
Dear Nonprofit Youth Leader:
Hello! I am a doctoral candidate in the School of Education at Brandman University in
the Bangor/Whidbey, Washington Beta cohort. I would like to ask for your assistance in
conducting research for my dissertation. I am conducting research that studies how
leaders of youth programs of nonprofit organizations in the Puget Sound region are
utilizing the themes of transformational leadership.
I have designed the study to include two brief questionnaires, so that I may identify and
describe how nonprofit organizational youth leaders perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs. From
these questionnaire results, I will invite the first five that return their surveys to a onehour follow up interview for more in depth analysis. I will provide all materials for
review in advance. I would also request voluntary participation in reviewing some of
your program materials and, perhaps, observation of an activity. You will have the
opportunity to review all responses, notes, and research for accuracy before it is used in
the study.
I would greatly appreciate your support of this important research. I have designed the
study so the results may further help nonprofits better strategize on improving the interest
of youth participants to step into leadership roles earlier in life. Please, don’t hesitate to
contact me with any questions or concerns.
To assist this important research today, please follow this link to begin the survey:
https://www.surveymonkey.com/r/B99BQMY.
Sincerely,

113

BRANDMAN UNIVERISTY INSTITUTIONAL REVIEW BOARD
Research Participant’s Bill of Rights
Any person who is requested to consent to participate as a subject in an experiment, or
who is requested to consent on behalf of another, has the following rights:
•
•

To be told what the study is attempting to discover
To be told what will happen in the study and whether any of the procedures, drugs
or devices is different from what would be used in standard practice.

•

To be told about the risks, side effects or discomforts of the things that may
happen to him/her.

•

To be told if he/she can expect any benefit from participating and, if so, what the
benefits might be.

•

To be told what other choices he/she has and how they may be better or worse
than being in the study.

•

To be allowed to ask any questions concerning the study both before agreeing to
be involved and during the study.

•

To be told what sort of medical treatment is available if any complications arise.

•

To refuse to participate at all before or after the study I started without any
adverse effects.

•

To receive a copy of the signed and dated consent form.

•

To be free of pressures when considering whether he/she wishes to agree to be in
the study.

If at any time you have questions regarding a research study, you should ask the
researchers to answer them. You also may contact the Brandman University Institutional
Review Board, which is concerned with the protection of volunteers in research projects.
The Brandman University Institutional Review Board may be contacted either by
telephoning the Office of Academic Affairs at (949) 341-9937 or by writing the Vice
Chancellor of Academic Affairs, Brandman University, 16355 Laguna Canyon Road,
Irvine, CA, 92618
Brandman University IRB

Adopted

November 2013
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APPENDIX C: INFORMED CONSENT FORM

INFORMED CONSENT FORM
INFORMATION ABOUT: The purpose of this qualitative study is to explore and
describe the qualities that nonprofit organizational leaders seek in recruiting adult
volunteers for mentorship roles in their youth leadership programs, and their relationship
to the four qualities of transformational leadership.
BRANDMAN UNIVERSITY
16355 LAGUNA CANYON ROAD
IRVINE, CA 92618
RESPONSIBLE INVESTIGATOR: Danielle Priest
PURPOSE OF STUDY: The purpose of this phenomenological study was to discover
and describe how leaders of nonprofit youth programs utilized the four themes of
transformational leadership to develop youth leaders.
An inventory of transformational leadership skills for successful youth program leaders
would allow more nonprofit organizations to consider how best to recruit adult volunteers
to foster youth in leadership programs to better serve the needs of their volunteers, the
organization and the community. Nonprofits that have successful models may offer
guidance and framework to others seeking successful results in youth leadership
development. Many studies exist that identify the need for developing youth leaders,
however model development work and adaptable technique are lacking in the field.
Creating this inventory will provide critical foundational information to a variety of
nonprofit organizations without compromising trade secrets through avoidance of sharing
proprietary programmatic details.
By participating in this study I agree to participate in a private one-on-one interview. The
one-on-one interview will last between 30 – 60 minutes and will be conducted in person
and audio recorded. Completion of the one-on-one interview will take place November
2016 through January 2017.
I understand that:
_________ a) There are minimal risks associated with participating in this research. I
understand that the Investigator will protect my confidentiality by keeping the identifying
codes and research materials in a locked safe that is available only to the researcher. I
understand the audio recordings WILL NOT be used by the researcher beyond the use as
stated in initial scope of this research.
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_________ b) The possible benefit of this study to me is that my input may help add to
the research regarding the use of transformational change concepts by nonprofit youth
leaders in Washington State. The findings will be available to me at the conclusion of the
study and will provide the results of the available data and summary and
recommendations. I understand that I will not be compensated for my participation.
________ c) Any questions I have concerning my participation in this study will be
answered by Danielle Priest. She can be reached by e-mail at
priestdanielle@yahoo.com or by phone at (360) 689-2897.
________ d) My participation in this research study is voluntary. I may decide to not
participate in the study and I can withdraw at any time. I can also decide not to answer
particular questions during the interview if I so choose. I understand that I may refuse to
participate or may withdraw from this study at any time without any negative
consequences. Also, the Investigator may stop the study at any time.
________ e) No information that identifies me will be released without my separate
consent and that all identifiable information will be protected to the limits allowed by
law. If the study design or the use of the data is to be changed, I will be so informed and
my consent re-obtained. I understand that if I have any questions, comments, or concerns
about the study or the informed consent process, I may write or call the Office of the
Executive Vice Chancellor of Academic Affairs, Brandman University, at 16355
Laguna Canyon Road, Irvine, CA 92618, (949) 341-7641.
________ f) I acknowledge that I have received a copy of this form and the “Research
Participant’s Bill of Rights.” I have read the above and understand it and hereby consent
to the procedure(s) set forth.
_________________________________________
Participant Signature

_________________
Date Signed

_________________________________________
Researcher Signature
Danielle Priest, M.S., M.A., A.B.D.

_________________
Date Signed
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APPENDIX D: PARTICIPANT DEMOGRAPHIC INFORMATION
Question one is for general categorization. The four themes of transformational
leadership are each addressed by three questions per theme. Questions two through four
address idealized influence. Questions five through seven address inspirational
motivation. Questions eight through ten address intellectual stimulation. Questions eleven
through thirteen address individualized consideration. The final question aligns with the
definition of transformational change.
Each question will be answered on the following Likert scale:
1

2

3

4

5

Strongly
Disagree

Disagree

Neutral

Agree

Strongly
Agree
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APPENDIX E: INSTRUMENTATION
Multifactor Functions Questionnaire (MFQ) and Multifactor Leadership
Questionnaire (MLQ)
Thank you for your willingness to participate in my research study. I am conducting
research that studies how leaders of youth programs of nonprofit organizations in the
Puget Sound region are utilizing the themes of transformational leadership.
I have designed the study to include two brief questionnaires, so that I may identify and
describe how nonprofit organizational youth leaders perceive the importance of
transformational leadership qualities in mentoring youth in leadership programs. From
these questionnaire results, I will invite the first five that return their surveys to a onehour follow up interview for more in depth analysis. I will provide all materials for
review in advance. I would also request voluntary participation in reviewing some of
your program materials and, perhaps, observation of an activity. You will have the
opportunity to review all responses, notes, and research for accuracy before it is used in
the study.
I greatly appreciate your support of this important research. I have designed the study so
the results may further help nonprofits better strategize on improving the interest of youth
participants to step into leadership roles earlier in life.
There are many understandings of what a leadership is. Transformational leadership is
defined as a leadership approach that causes change in individuals and social systems. In
its ideal form, it creates valuable and positive change in the followers with the end goal of
developing followers into leaders.
This questionnaire will assess the presence of transformational leadership
qualities in your work.
1. Have you worked as a youth leader at a nonprofit organization during your
professional career?
Yes
No
If you answered no, thank you for participating in this research study. You do not
have to complete the questionnaires.
If you answered yes, please complete the Multifactor Functional Questionnaire
(MFQ) and the Multifactor Leadership Questionnaire (MLQ), enclosed in packet as selfassessments.
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Multifactor Functional Questionnaire (MFQ-9)
Please circle the most appropriate response for your leadership style or qualities.
•

•

•

•

•

•

I take personal interest in the success of my students completing their program.
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree
I helped my students to coordinate goals.
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree
I devoted special time and consideration to my students.
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree
I helped my student(s) work through personal problems.
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree
I exchanged confidences with my students.
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree
I considered my students to be a friend(s).
1
2
3
4
5
Strongly
Strongly
Disagree
Neutral
Agree
Disagree
Agree

•

I observed my students trying to model my behavior.
1
2
3
4
Strongly
Disagree
Neutral
Agree
Disagree
• I have the ability to motivate my students.
1
2
3
4
Strongly
Disagree
Neutral
Agree
Disagree
• My students respected my ability to teach.
1
2
3
4
Strongly
Disagree
Neutral
Agree
Disagree
SOURCE: Reprinted with permission from Dr. Scandura and Dr. Castro (2004)
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5
Strongly
Agree
5
Strongly
Agree
5
Strongly
Agree

APPENDIX F: Invitation to Participate in the Interview
Danielle Priest
P.O. Box 1250
Poulsbo, WA 98370
drp_dissertation@yahoo.com
(360) 689-2897
Date
Dear Nonprofit Youth Leader:
Hello! I am the doctoral candidate in the School of Education at Brandman University in
the Bangor/Whidbey, Washington Beta cohort to whom you provided assistance in
conducting research for my dissertation. The research that studies how leaders of youth
programs of nonprofit organizations in the Puget Sound region are utilizing the themes of
transformational leadership. You kindly completed demographic information and two
questionnaires via Survey Monkey.
Congratulations on meeting the criteria for participation in the interview. I would like to
invite you to a one-hour follow up interview for more in-depth analysis. I have attached
the interview questions for your advanced review. I would also request voluntary
participation in reviewing some of your program materials and, perhaps, observation of
an activity. You will have the opportunity to review all responses, notes, and research for
accuracy before it is used in the study. I will need to schedule an hour with you to
conduct an in-person interview.
I would greatly appreciate your support of this important research. I have designed the
study so the results may further help nonprofits better strategize on improving the interest
of youth participants to step into leadership roles earlier in life. Please, don’t hesitate to
contact me with any questions or concerns.
I will also be contacting you via telephone. Please feel free to contact me via e-mail or
telephone to confirm a convenient appointment time for the interview,
priestdanielle@yahoo.com or (360) 689-2897.
Sincerely,
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APPENDIX G: INTERVIEW SCRIPT
Oral Interview Script Brandman University Doctoral Dissertation
Researcher: Danielle Priest
Participant #:_____________ Date:______
Introduction
Hello, my name is Danielle Priest and I am a doctoral candidate at Brandman University.
I really appreciate you sharing your valuable time with me in support of my research.
I would like to begin with review the Informed Consent Form that was provided to you
when the interview was scheduled. Please let me know if you have any questions or
concerns based on your review of the document, or if you would like me to provide an
additional copy.
To review:
•
•
•
•

Your name, responses, and opinions will be kept confidential.
The interview will take approximately one hour.
Research findings will be shared with you upon request.
Do you have any questions before we begin?

The purpose of this mixed-method study was to identify and describe how nonprofit
organizational youth leaders perceive the importance of transformational leadership
qualities in mentoring youth in leadership programs based on Bass and Riggio’s (2006)
four transformational leadership qualities.
Identification and description of the data have come from the demographic
information that was provided, data obtained from the two questionnaires (the MFQ
and MLQ), and from five participants who have been willing to participate in this
interview process.
I would like you to know of some key points before we begin:
• This research was approved by the Brandman University Institutional Review
Board, whose acronym is the BUIRB. Research that engages human beings must
be reviewed and approved by this committee.
• This interview will be recorded so that your answers may be transcribed. This
transcription will be sent to you upon request or so you can review it for accuracy.
• Your name will be anonymous.
• All names will be removed from the transcript.
The interview is scheduled to conclude at ____. Thank you, again, for your time and
participation.
Interview Questions
There are four proposed interview questions based on the research questions; one per
transformational leadership theme (identified in bold text that is underline, i.e. sample)
with an alternate question for each.
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The purpose of this mixed-method study was to identify and describe how nonprofit
organizational youth leaders perceive the importance of transformational leadership
qualities in mentoring youth in leadership programs based on Bass and Riggio’s (006)
four transformational leadership qualities.
The four questions that I will ask during our one hour interview:
• Idealized influence. It is important for a mentor/leader of youth to be trusted and
admired by program participants I have placed a card in front of you that defines
the term “idealized influence” as used in this study. After reviewing this
definition, and considering your experience as a youth leader, how do you feel
that participants show that they respect you?
• Alternate. A mentor/leader of youth programs is respected. How do you
feel that your organization demonstrates that participants respect your
adult leader?
• Inspirational motivation. How do you measure your success in inspiring,
challenging and motivating participants to exceed expectations in a positive way?
• Alternate. Please share feedback and observations of the mentor/leader’s
ability to challenge or motivate participants.
• Intellectual stimulation. Do you feel that participants demonstrate an increased
aptitude for innovation, creativity and/or intellectual stimulation? Please give
examples.
• Alternate. Do participants demonstrate innovation, creativity and/or
intellectual stimulation as a result of the guidance from the youth
program’s mentor/leader? How do you observe this?
• Individualized consideration. The mentor/leader of your youth program is
flexible in their support and encouragement of participants. What are the methods
used that make the leader strong in this area?
• Alternate. How does the mentor/leader support and encourage
participants?
Conclusion
I am so appreciative of you taking the time today to share with me your valuable
experiences. Please do not forget to let me know if you would like to review any
materials for accuracy before I proceed with data analysis.
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For use by Danielle Priest only. Received from Mind Garden, Inc. on November 25, 2019

Permission for Danielle Priest to reproduce 50 copies
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If you have purchased a license to reproduce or administer a fixed number of copies of an
existing Mind Garden instrument, manual, or workbook, you agree that it is your legal
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for reproduction or administration in any medium. Reproduction includes all forms of
physical or electronic administration including online survey, handheld survey devices,
etc.
The copyright holder has agreed to grant a license to reproduce the specified number of
copies of this document or instrument within one year from the date of purchase.
You agree that you or a person in your organization will be assigned to track the
number of reproductions or administrations and will be responsible for compensating
Mind Garden for any reproductions or administrations in excess of the number
purchased.
This instrument is covered by U.S. and international copyright laws as well as various state and federal laws
regarding data protection. Any use of this instrument, in whole or in part, is subject to such laws and is expressly
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